DOCUMENT RESUME 



ED 074 278 



VT 019 717 



TITLE 

IKSTITUTION 
SPONS AGENCY 



PUB DATE 
NCTE 



Administrative Utility Analysis, 

Peat, Marwickr Mitchell and Co.^ San Juan, Puerto 
Rico, 

Office of Education (DHEW) , Washington, D.C.; Puerto 
Rico State Dept. of Education, Hato Rey. Area for 
Vocational and Technical Education. 
71 

150p. 



EDRS PRICE 
DESCRIPTORS 



IDENTIFIERS 



MF-$0.65 HC"$6.58 

Administrative Organization; Budgeting; Charts; 
♦Educational Programs; ^Organization; Personnel 
Policy; Planning; *State Departments of Education; 
Systems Analysis; *Use Studies; ^Vocational 
Education 
♦Puerto Rico 



ABSTRACT 

Puerto Rico's economic growth has accentuated the 
need for a larger vocational education program capable of handling 
the demand for occupationally-trained personnel. The Area of 
Vocational and Technical Education (AVTE) operates within the general 
structure of the Puerto Rico Department of Education, and AVTE 
programs must be adapted to the growth of and changes in occupational 
requirements. The Department of Education should adjust its 
accounting, personnel, purchasing, and communication procedures to 
better respond to the needs of AVTE. This report documents a study on 
administrative utility analysis and vocational education programs for 
AVTE. Recommendations are made for changes in organizational 
structure, planning and budgeting, systems and procedures, personnel 
policies and salaries, and other areas affecting the management and 
organization of Puerto Rico's vocational education programs. 
Recommended organization charts are included. Related documents are 
available as VT 019 715 and VT 019 716. (MF) 
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IM^AT, Marwick, Mitchell & Co. 

G. P. C). BOX AOiiD 
SAN J MAN, PtlKKTO UlCn OOO.iCi 

August 12, 1971 

Dr. RaiTion Mellado 
Secretary of KducaLiou 
Dc p a r t n:a a t of K d a c a L L o n 
Coi!imonv;e.alth of Puerto Rico 
Hato Key, Puerto Rico 

Dear Dr. Mellado: 

We havt? completed our study on Adminiytrativo. Utility Analysi.s and 

Programs of Vocational lidueation for tl^o Area of Vocational and Toclnrical 

Education of the Department of Kducation. 'llie atrriched report includes the 

complete documentat i.on of the engagement. 

Presently, the Area of Vocational and Technical Education 13 lieaded 
by Dra. Maria S(K;.orro Lacot, As.qistant Secretary for Vocational and Technical 
Education. Educational services are offcaid to young and adults In oevcn voca- 
tional schools, e.i;>ht high schools with, vocational departTiKmts , tv;o teclino Logical 
institutes and 375 secondary scliools witli vocational pro;^rams . DasicalJy, the 
A.V.T.K. is structured in eight prov>rami? managed by Progrcim Directors and the 
educational services are carried oat at tlicee levels: centrrjl, regional 
and school districts. 

The A.V.T.E. is facing a compound problem of having an incroasiu;'^ 
student population and number of prograiii;-i to implement with a limited budget 
at its disposal. Tin's situation necessitates a continuing effort at searching 



alternative uses of its funds in an attempt to derive the most effective utili- 
zation from the services it has at its disposal. 

Being aware of the continuous need to apply modarn adTninistrative 
management techniques to cope with the expansion in the scope of tlie voca- 
tional programs the Department of luiucation decided to hirc^ the services of 
Peat, Marwick, Mitchell & Co . to conduct an AdiiiiuLs trative Utility Analysis 
of the Area of Vocational and Technical ?]ducatioa. 

OBJECTIVES 

The principal objectives of the Administrative Utility Analysis 

v;ore : 

. Indication of areas of over vertical admlni:: trative 
pyramiding. 

. Optimum utili/.ation of available human resources. 

..Identification of areas of activity duplication. 

, Deterinlnai'ioa of new services aud rer{uirt":d '.'C^rsonnel 
to adcqua;:ely ndmixiis l:er those services , 

, Imp roveinen f: and acceleration of adniinistrative pro- 
cedures such as; parchasin'^ , biulgeting pivijarat ion 
and hiring of persoiuicl. 

. Provi^sion for mo?:e active participation in the adminij:^- 
t ration of Che Program from the rej^ional and local 
levels . 

MK'n iO DOhQGY 

We conducted the study by reviewi.ng reporting relationships, posi- 
tion responsibilities and the nature and characteristics of the various voca- 
tional programs conducted by the A.V.T.i:]. 

Our fact-finding was accomplished throu^-^h in-deptli inteirvievrs with 
management personnelj questionnaires submitted to all management positions up 
to the position of department heads and visits to a number of educational regions 
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Conclusions were dra^^m and alternative recommendations were developed. 
The results of our study are summarixcd in. the following paragraphs. 

SUMMAR Y OF l^- COMM ENDATIONS 

The reconimendations set forth in this report should be implemented in 
light of the economic and budgetary conditions of the Program, federal funds 
available and availability of personnel. 

The following is a summary of our recoinmendaLions . The recommendations 
arc classified according to the follov/ing groups ; 

. Organi:>:ational S tract ure 

, Planning and Budgeting 

, Sys tems and Procedures 

. Personnel Kvaluatioi^ and l'oI Lcies 

. Salary Structure 

. Pers on ae 1 Rcqui remen ts 

, Coordiaation with Oi:hor (iovemiaorit: A-r^ouciiS 
. Legislation 
(a) Org an L/ c il: i.onal S tri \ r. t ure 

1. Restructure Central Organi^.at ion to provide the following area- 
level posi tions : 

, Assistant Secretary of Vocational and Technical 
Kd a cat ion 

. Assistant to the Assistan.t Secretary of Vocational 
and Technical Education 

, Irlxecutive Office consisting of: 
Executive Assistant 
Assistant: for Programs 

, Head of Intoragen'cy Relations and Promotion 

, Director of Instruction 

Q , Head of Administration 

ERIC 
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. Head of InformaLioa Syst-cms 
. Head of Planning, Budgeting and Evaluation 
. Head of Vocational Research and Curriculuin Development 
. Head of Professional Training 
The five Office Heads and the Director will report di.rectly to the 
Af;sis(:ant to the Assistant Secretary of; Vocational and Technical i'>J,ucaticn . 

2. Hstablish and executive ofL'icG attached ti) the Office of ^he 
Assistant Secretary. Tlie executive offi.ice should liave the follovnng nu'iiibors: 

. Ivxe cu t i V e As s i s t a n t 

. Assistant oi: Programs 

3. ^'.stahlish an office for Tntoraf^encv • Relations and Pronotion, att.-Mdicd 
to the Office ol: the Assistant Secretary, witii prime responsibility L'or the ini- 
provemcnl: of comiiiunicat i ons and relations v;Lth govern me at agencies, the coinmuaity 
and other institutions. 

4. Distribute tlie present functLons and respons il)ili ties oi: the Research 
Coovdinat:ing Unit among the foUo^/ing units of the proposed organi/.at ion : 

V(.K : a t: i onal PxO s c <J_^ix:h __a n d Jm x r i. ci 1 1 uin D i vi^l op me n t_ 0 f f i ce : 

- Vocational Resecirch 

. Curricu Luiii Development 
E l ess i onal Tra i n in ^OJf ic c2 • 

, Coordination of Teacher Training 

. Coordination of Researcher Trai.ning 
Infor mation ^y s t erns Office : 

. Compilation of Educational Statistics 

. D i s s e m i n a t: i. on of Re search 1 n f o r m a t io n 

. Maintenance of a Researcii Library 
Voc ational Gui.da nce Program : 

. Follow-up of Vocational-Technical Graduates 

5. A central clerical pool sliould be established under tiie supervision 
of an experienced secretary and within the scope of respons.i bill ties of the 
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Office Services Unil:. The pool should be formed by sclectinf^ a .specified number 
of Secretarial personnel from the individual proj?,r;im units, Tho recominondcd 
number to be selected from each program is specified in the body of tlie Report. 

6, Or^^auize ten program units lieaded by Pro[5ram Directors who report 
directly to the Director of Instruction, The recommended program units are: 

. Industrial Arts 

.; . lloalth Occupations 

. Vocational Industrial Kdncation 

. Technical Education 

. VocaLional A?.^r iculture Kducation • 

. Iloiuc Kconumics Education 

. I J u s i. n i>. s s Rein c a t i o n r.^ 
. Dl>j tribution and Marketing Kducation 

• \' o c a t i o n a L C u i d a n c e 
- , Siu'.cial Programs 

■" 'I'he presonc and recoiiifiu?ncled orv^anii^ation cliarts [oc those Pro^-, rains are 

i included i.n Chapter IV - R(u:o::imcndations Organi /.a t i onrtl Structure 

J. Restructure die Regional Or;.',a[vi j^.at i na t.o incorporate the foi.lnwing 
;' n >: e c: u t i v *.i p o s i t i (j n s : 

. Assistant Rej;,ioaal Dirn.:tor of Vocational-Technical 
Ef.lucation 

. Assistant Re;^iunal Director o?. Administration 
. Coordinator Tor Coiiiniunity Relat ions atid Promotion 
8. ProvicKj thu following:; clerical positions at tlie Kp;;ional level: 
. liiuJget and Statistics Teclini.cian 

• Coordinator Tor Purcliasinp,, Maintenance, and 
j Contractual. Services 

. Coordinator l:or Ot:fice Services and Personnel 

i. The Coordinator for Office Services and Personnel sliould have direct 

1 Supervision over ( iic secrel:ai:ial pool. 

ERLC 
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9.^ Increase iilie number of Area General Supervisors for Vocc-jiional 
Programs by five Supervvf^ors . Specific increases by Program are included in 
Cluipter XT. - Rudgei Requircmonts . 

10. Increase tihe number of General Supervisors for Vocational I'rogranis 
aL Regional Ifivel by 44 Supervisors. Specific increases by Program are incJuded 
in Chapter XI - Budget: Requirements. 

11. Increase tlie number of Coordinators for Vocational Program:^ at 
Regional level by six Coordinators. Specific increases by Program are included Ln 
Cliapter XT - Budget Rec|uircments . 

12. Restrict the use of professional and adrninist rative transitory posi- 
tions at central and regi.onal level to those positions v.'lii.ch v/ill not be permanent 
required. Create regular positions for personnel needs v;liich have been identi- 
fied as continuing. 

13. I'urther studies should be conducted to det".rmine the f eas f.b il i t:y of 
establishing multi-program training for Regi.onal. Geuera.l Supervisors with iihci 
nu^po^Je of qua 1 i f y ing Supe rv i sor.^ i n tv/o or nio re Vor.a t i.r.iw 1 -'lechn i <v^. 1. P rog rarns . 
If this cross- training oaf. he aehievedi it will, result in improved nti ti-xation i')f 
Regional Supervisors since in a single visit to a school tiiey could evaluate the 
pro^^ress of several Programs, 

(b) P.] am \^ ing and _ R i u 1 ;v^. ting 

1. We recomnicMid l;hat the preparation of progrr-'.ss reports of different 
Pi:».'grriins be n-moved frtxn under the responsibility of the PJauning ruid I'ducatioiuil 
jV^vulupment Unit. liaeh Program DireeUor should prepare a i:onthJy roi^nrt. of 

opf.^ rations . 

2. The responsibility and the roles of the varit.^us parties invoj.vod in 
t h e p re p a r a (: i o 1 1 of t h e bud; v. I should !) e s t at: e d m ; ) r e cl e a r I y . 

'3 . 1 > I id gi-^ t \) r o d u r e s sh o u id p r o vi de n\n re p a r t i c I ;> a t L on t o Re g i o n a 1 
Directors and Central Su[>e rvisors and include their inputs about Regi(Mial needs. 

4. The budget fi:irmat should be e:-:pandt»d to include a manniiig (.able or 
othiir device indicating the number of approved budgeting.;; positions I'or r^ach 
salary account , 

5, A systematic review process should be established through which each 
reserve and expenditure item in the bud^^et: i.s analyjced and .'idjusted to acknov/ledge 
changes in federal grants. 

6, The A.V.T.R. should develop an integrated PJanni.ng and giit.h'.e ting 
System based upon clearly stated goals and objeclives. The eleiivJiitii f^f a veil-- 
developed, propt.'rly integrated Planning and ]>'jdg.etLng Systc'ni are incJinl^.d in tihe 
lu)dy of the report undcir Mie Integrated Planning and Budgeting Systi.^'ii, Chapter VI 
and Appendix A. 

7. The A.V.T.K. should ref|ucst to the lUireau of tlu». Budget to confrider 
the incorporation of fixed operational expenses into the f;(:ate ln.ul|!;et to avoid 
the possibility of eliminating a program duo. to lack of Uderal funds. 



(c) Sy sLt^ ms an d ''^^^H 

1. Purcli;^ 'ivr :edijro8 J5hould be. reviewed to speed up l:lie. nurchasLng- 
to-de livery cycle. n< i i-iiommond to ri^ducf^ the number ol: approvals and to de~ 
centralii^.e the purchases at the Regional and school district levels. 

2. A Systems cind Procedures Unit should be esl^abl i.shed in the central 
organization structure under the Director of: Information Systems. This unit 
v;ill be responsible for the control of forms v;ithin A.V.T.K. and um.11 estciblLsh 
proper coordination v/ith the Planning Division of the Department of Kducation. 

3. Model proposals and check .lists should bo developed to simplify the 
proposal preparation procedure and to reduce tlic time and number of: executives 
.Lnvolved in its revision. 

^\ , Modify the present sysLem of approvals for personnel appointments by 
establish Lng lov;er approving levels. The proposed sy^^tom is shovn in the body 
of the Report under I'he i^!r,^onnel, Secti.on of thic Systems and Procedur»:\'- Cluipter. 
I'lie propo^Jed approval, system will simplify the appointment process, reduce i-is 
cy c le t i.r.ve , and i.mp r ve fee db ae.k f i n f o r ma Lion. 

'3 . Re V i e [■ he s y : i !: e rn of p :i y 1 1 rmi 1 1 ; Co p a r t ~ I: l ii' e. t a c:l i e r s e 1 i : n i. n a t L ny^ 
approval-S not required fur fiscal coiiLrol and s t rtva:'.!!. i n i aj^j the feedback of infer-- 
mation to all.oi'.^ prompt correct Loa of errors and mLnir.iize the delay in procos:^ i.n;^. 

6. A Poli.ey and Procp.durer;. Manual for A.V/f.i*!. sliould developed to 
be t te r gu i de ope rat i a;^^ e. rs ormi"^l i n the. ac conip 1 i j;hinen t: n i: ('.he i r (: asi< s . 

7. The prcisetit pvcictiee of sendinv^, intfu^nal eo ^"respnndenee thrcnu;,h all 
levels of supervi.si on nnlj i.l it r».':\ches the intf.uuled reeij)ient should hi-' ehani-;ed. 
C^'iiP.mun lea t i.nns should be. scat dirc^ctly to the intended receiver v;i. th Information 
c o p "L OS to the d i f f e r e t v\ a n a g e r:; e n ( : 1 v v e Is. 

3 . A p re re g i s t ra t i o n p r a in for Vn t: a t i on a I. -Te c h n i. c a 1 c u u r s e s s 1 1 o u I.d 

be es tabli:-:|ji'd to insure, better p l ane inp, and course infonivat ion r:r)verage for po-- 

tential students. Tiie elements of i.hc propo^jcd preregi s ti'at ion systeiii are In- 
cluded in the body of the! Report. 

( d ) Pii r s (■) ) u 1 e 1 E v/.i 1 1 ; i\ t L o n 

and Policies 



1. Reciuirements for edm-ational work experience in a voeat i.onal area 
should be discontinued for adiiris trat i. ve positions not directly relatful to the 
teaching or immediate supervision of the proper mas . 

2. CoatinucM.1 attention .sliould be ;;iven to "p ro f i-iss i.onal Leave to study 
with salary." The possihilLty of Increasing thc> number of th.is type of leaves 
should be considered. 



3. Leaves and promotions affect: Lnj^ porsounal assi^^iicd to s^pecial. projects 
should be carefun*' ".chedulod so as to iiviiiimi impact on tluv Project. 

^^houid establish it.s own training programs to .sujip Icmcmt the 
present LLaining programs (Prof essioiui]. Leave to Study with Salary, and Summer 
School). A Professional Training Office should be created to organize p re-sorvice , 
in-service and continuing education tra:ini.ng programs, 

5. A formal written personnel evaluation procedure should be developed 
and implemented in the A.V.T.E. 

(e) Salary S true tare 

A.V.T.i-!. should develop a new salary scale v:hich v/i.ll enable it to 

successfully coinpete with other governracLit agencies, business, and universities 

in a 1 1 r a c: ti ng and re t a i niug q u a 1 i f i e d ma n age r i a 1 and ad mi a i s t ra t i ve p e rs o n no 1 . 

Cons i.de rat i o as wl j i cli r.hou 1 d be t ."ikon i a I o a cco» in t i.n de ve l.o [ifr.<^. 1 1 c 

of a revised fwalary scale are iiieluded under c:ha[)ter IX - Salary Structure. 

Staffing levels ai: thi^ central and rcglonn'I levels siiould be revified in 
vaccord:ir:ce with the recomnieada!: i ons listc^d In th.c Peri'^nncl l-lequ ia-errien t^- Section 
of tlie Keport. 

A c oin [) a r i s o n wi L h the p re s o ri 1: s (: • \ f f i n g i eve 1 s L n d i cat i a g f: h q n e t i n - 

crease of decrease of personiu.'! in eacli po:.;iti.on is included i.n Chapter XI - 

Budget Requ i reiiUMi ts . 

Cg) Coord i.nati oa with oth(^r 
CJovenni!< Mi t j^g^'Jli- ' ^-'^^ 

L . An i e -d'.'p th. s t u'.ly '^P th<-^ ufv^l': ^ pres*-^ n t ^' i.'l i i'i es , hi ndin;;; con- 
tract:^ and future cxpectalions nf education in Ilea 1th ■rel ated occupations as 
offered by the DeparLment of lU^al.th and tlic Dapartnieni of liducation should bo 
conduc ted . 

This stiidy should focus on strengthing Llie coordination of resource^i? 
o 1^ b o Lh De part me n t s I: o r t r a i. n i iig p e rs (j n n c: 1 in 1 1 e a 1 1 1 1 - r 1 a ted o c c i.i [ ) a t i o n s • 



A.V.T.E. should iavorftivvite and aaalyze tlu». objectives of the 
Vocational Agriculture. Progrc^m a;s rclatad to those of the other government 
agencies involved ui thi« area. 

This .St" .y should consider the possibility of: coordinating efl'orts and 

resources which could effectively fulfill the neads of tho. agricultural sector. 

(h) f.c g i^s l at.ion 

1, The possibility of proviiling financial aid to students pursuing 
regular Vocal: ioaal-Techu ieal courses shou].d be investigated. 

2, The salary scale of tho Area of Vocational and Technical Education 
should be reviewo.d. 

;V >V vV V< 

^•!'.\ re mo s t: p I o n c. d to h e ah 1 c t < > i} : 1 1; t i c L [) a t »• in L: i rl s i ■ [u; t • i: a n t ["> r o - 
joct, and enjoyed our as.soc iat ion ."ind the coo].u-' rat i (;n rc^:»^:ved fi'O'ii ym.iv [nanagt!- 
ment [}e t':: onrjo J. during thi*. study. 

Yours tru Ly , 
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THE NEED TOR 

VQCAT [ ()^:at, education 

Vocational and Technical EducatLon. has become an area o?. Gxtremc 
relevance in a v;orld of ever chanjrjing techiiLques and developments. There in a 
nee d for an in or e r\ s e d aval 1 ab 1 1 i. L y of Vo c a 1 1 o na 1 P r o g r c\u\s ma n y t i me s the current 
level and for Programs that go beyond the current Voc:al;.ional Educari.on (Airricula. 

In today's complex societiy, jobs are becoming increasinyc ly scarce Cor 
the untrained and unskilled. Puerto Rico's economic i^rov/th has accentuated the 
need Cor a larger Vocational F.duf.atlon L^roj^^ram capable oC handllnj^^ the demand Cor 
( ) c c u p a t: i- o \^ a 1 - 1 r a i n e d p e r s o n n e 1 . 

The irio'.i I; p r » * s i n^^ u c'A'd i Co r n i ;. ;h sc h oo 1 o n d pos t h 1 't^,\\--^ ch oo 1 t '-.'o- 
year Vocational ami Tcc:hnical !*vof;rams. Theses programs nust be rospoas.Lve to the 
ne e ds o E y o u n g p e o p 1 e vjh o a r c p r a .s (mU: I y n : m t h e i; a 1 1 1 ! i n 5.; ch o o 1 s 1 1 o r e rn p j o y o d * 
Tcj ma!ce erC^uitLve u^^e -oC this v'ounj'; peoplr^, the vocvtt i oe.il sehor/.l .'-jysteni shoe 1^1 
provide tht^m thiC skills v;hic'h are in short r.unply and Che skiJ.ls" Cor v.'hi.ch tlie 
(H'lmcind IS ai.'parently ^^rnv^lnf^- 

The need for Vocational and T'ecl;a i eal Train ii^cj; Programs has been rec- 
ogivL'/.o.d by the Governme.nt in Pu'jrto Rico. There is an increasing erii[3hasls on 
expanding the Vocational Trainiu^^ 1* rograni:.5 . 

The Area of Vocation.:il and Teclniusul Kducation received increased 
attention ^;ith the .approval of Uu) Vocational l-Iducation Act of 19f)j. A forma-- 
lixod and structural prov^ram v;a.s iinplemeiit»'d to s'crve needs oC the coininuni ty . 

The Vocat'j onai. Amtindm^'Uts of l'J68 created an ntmosphere oC awareness n t 
the fedcra.l. and Local .levels Cor increased attention to ViUjational and Tcclinical 
Edncatioa, This v-'as accomp Lished by: 
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Croauiiig a NnLionnl Aflvisory Couaci]. on Vocational 
Education wlLh 21 mcMub ppo J.ii Led by the l^re.si 6c . 

Requiring each parL Lc LpaL Lng StaLc to subini-t an 
Annual Plan, a Fivri-year Plan and an Admin isL rative 
Policies and Procedures Plan, 

Tncrcasin^^ federal funding and federal controls, The 
Federal CovernmenC. has provided funds for irhc construe-* 
Lion of new schools, for purcha.^^e of training equijjinent, 
d e s i. g n L n of n e v; c u r r i. c u 1 u m an vl in L h e do. He r ni i n a t ion o I: 
of f ecL L vencss of vocat; i.onal sehuol progrnr.is. Yet Voca- 
Lionai and Technical. l-jiucaLion has boon I'lgf^ing behind 
Lh e i n c ri: a so d n e e ds for L e ch ri i. r. ail y L r a i n c d p e r s on no 1 
required by PuerLo Rico economic f^rowLh and new indus- 
trial Lechnical requiircMr.onL.s , 



VOCAT !:o:'!AL !::ou(:att.on 

OPK !;ATI0NA (. iM-QiJT i^LlMFMTS 

The Area of Voc;.> L i.onal and Tcudinical IvincaLlon (A,V.T.F,) oporaLes 

v/it:hin .';h.c [^iuier:.).!. sLrucLurti of Llie Dep.-vi: LmenL of !-:ducat i'.>n . Ihe regu lar anci 

vocaLionaJ proj^mins are bofdi concerned v;ich Lho edi.i'.'.:*' 1: iona 1. process of P^iorto 

PJ. CO , t o be t tc V "p rep a re Led .;y ^ s y o u Lh to f ac a l r i: ov/ ' s '.v \: Id u f o i;k ; 1 1 o\. m ve r. , 

they ol'A'i'LV L'nei.r ser\/Lces !:o Lv;o separp.Le ;:^roups of .-LudenLs ^;hich have 

different needs. Some of 1:1(0. d i f f e i;cM\«..t.\-; beLv/ei.in Lv;*.^ i.^dric<U; ional ai."L^-is are 

as follows : 

. Type of courses offerer! 

. K i a d of s 1 1.\ '.! e n f: [.) o p u 1. a i: i. o n . 

. Duration of eourse53 

. l''.([uipmenL an-.l maLerial^; required 
The A.Y.T.E, offers occupation..?!, education raLher t:han general know- 
ledge Lype of education. Occ>.i{.^ationa.i liducation, depends Lo a Large eKtcMiC, on 
curreiit technological advancements atid is su!)jec.L to r;ipi.d chanj^^e. 

The kind of sLndenL LhaL Lakes occupaL i onal courses is. one wlio w i.shes 
to loarn a speciali'^ed occu[jat ional skil !. and to he able to ieave sciiool er,uipped 
to meet the cliallenge of Lhe world of wcu;k . 
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[Programs in the A.V/L\]'. have Lo t)c adapted to uov.' devul opm(}iitH and 
changes in occupational requiromonL,s . Thci duration of a program may vary froin 
four months to several, years: depending on the skills, required. 

When a new pro^/rani in sL;Tted in Vocational- an.d Technical FMueation, 
it generaJly requires specie . equipment and materials; the need for .specific 
machinery is dictated by the currcn!: techuolo^^i cal conditions. 

TIIK A.\MM- , ' S DYNAMIC 
KNVIRQNnKNT 

Ir.e Area of Vocati.onal and Tecp.ni.cal Kducat ion has different operci .ional. 
needs ^'rom fhe res f of the Oc ^ fl nir;n:.: Ol l-dur .i l i.on . The dynamic nature of tiie 
VocatifMal. . jliieation pi,)ce:-s Mild ' : l:ul. I.'/ i icoi.zai/.ed 1:0 [n:^ure th'.'. ach i.e Vi'ah.int 
of Lts ope lo!ial ,^^o<fLs , Th-.-.--' i:^ a relatively ^sho rt chu^ span l-.etv/r-.en ulu: 
riicognl tion of the need for" a eeiji'o pros^rri: and ti'ie output of trained students. 
'Jnce it 1:^ :i:ablis'\.v] ll^at thfitTi: :i a need lov a "cei:l-ain" i;pec i al i.:^ed trainin:^, 
I:he V'oca t ! ij luh.icai: i on pi'octi^ss .rts; 

, A p r ope >3 a 1 i u l. b ( > . . i ■ i f t n ( : K > a r' 1 y L i L I u the 
obj cicl; i.ve;^ of Cji.;: ■ ■ o^raia to b^.' establLshed, tlie 
na [U 1 ! :> r \\\ wi \ .: 1 1 r h » •. ' rof ; r a; n ; i 11 h e c a \: out a n d 

a d'j ta !. 1 r d ac c o 1 m t f wh n t t h > > 1 ■ ro c ■va i-ut a I J. s . 
A p p vov a 1 by t h e. S o • t a r y u f 1-! eh u : a L i. o u .i ;■; j:^, i ve n to 
tlie pj:e[)0SMl. 

. Appropriate [■■aeiltries mi.ijct: be secured, 

A quail I't.ed indi^/idual mll^-'t r^.'crulted to teach 
the cou rse , 

. I p.ii piu c n t and i.- u p i ' -r^- s mu o I . he, p i.u\* b a s d - 

» Stud [1 1: s !;v. : ^ be so c " c d f t ) r t: 1 1 e. u t s i • . 
T! lis i 1 Ills I . ra iv. i a ^; i fii . ' ' i. c a I: i o u of ::h e a r: l: u a 1 p r 0 c e s , b a t i i: 

de p i s the qui e.k ai?'' i ons imd - t i s i ' >iiH- vl ti i \:\\ : '* \ . A T . ^-1 . adnri n is t ra I'.o rs a ): i\ 

faced' . Lh . 

Hie operational efl , i(Uii-:y of the A.V/1 is then impaired by operati'nj^ 
In an c.-p> ■ iron, .-nt that docs rcu.\oi]uize the shorter :sTational cyc ler^ of rhe 
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vocational education adniiaiyLratiive procesisoy . Tlie DeparLuioat of KdncaLion 
ahould adjuiHl; i:l\eir accouuting, peruoimel, piirr.liasing and coimnunicaLi on procedures 
Lo better respond to tltc needs oL' A.V.T.E. 

.'■'I-DEfLM . FUND S 

Tiio Bureau ol; l:.lie Budget re.L.Les heavily on federal funding Lo cover 
fixed operational expentses for certai.n A.V.T.R. Programs* Any change's in the flow 
of federal fuud^'-^ generate:^ an opc rational prohlera J.n the Vocational rr(.^gram 
affected. 

It then becoiiies more dLffieuLt for plaiining, hir-ing and retaining 
quali.ri.ed ^p.rf^cmael , 

Tl 1 e f: Li r c an of the B ud g rM: j I u > a 1 d c t.: i i ; i. d c ^. r 1 1 ^. e i n c o r [: o r a t i o n c j l' a 1 a r qc r: 
percentage of {;i::ed operational exp(.M.i:;es into tlie Cora;uonwe;i 1 rh Budget to avoid, 
the poss i b i .!. i ty of cl i ;a i na t i.ng a Prt;g ram o r a f I: o c t i ng .se r i,o us ly i ts o pe rat io 
th* rough the lack of f^id.erol funds:. 

:''Q^L.l£[ yp ' ' ^" ox AL_ jv\ Ro;i' , i^mot 

Th.e nuii;be r o \: V /■( 'gram>; o 1: f c d by tl) e A . V .T . E . a ii d t h e. t ud i.- n t e n yo 1 1 n^e n t 
harj j'^rown rapidly. Currently over 100,000 studj.uits are eniroJled i.n tin: ditM/erent 
Voc.'itional Programs . 

Ye t the A . V . 't. K . o rgan i :< j t i on y> t n.i c t u re , p e rs onae I and h u d ; t. h an no t 
kopi: pace witli this growth, r.nrrently the need ("or addititjnal peroonael is 
Ii i iide ri ng no t o n ly th e d eve .1, opraen t o i" new F ro g r ;.i !v,s , b u t a 1 o v. he p ro p i • r ope ra t i on 
oi the present ones. 

c:o::(;[.u sTQN 

The role that Vucational M(Uication has to play in our environn^ent of 
industrialization and grnwch in of primary importance to the proper development 
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and progress of t:he economy as a v.'hole . Thc! nature of Vocational Kducatlon goes 
haiid-in-hand with thc nature aad stage ol: ludus tr ializat ion of thc area It pro- 
vides services to. Hence, to properly fuJCill its educational mission the A.Y/r.H. 
should be able to ^;rov; and adjust to the di.|-ferent technological requirements el: 
Puerto Rico. 

The A,V/r.]']. is currently providing a basic socio-economic service to 
Puerto Rico, However, its financial and pvrsonnel re([uireinents should be attended 
and its ope rational, relationship with the Department of I'Mucation should be re- 
vised to J. ns u r e it s e f f t.? c t L ve n e s s an d c o n t i n u e. d g r o\v^ t h , 
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II - VS^E SKNT ORG ANIZATION ^TlUK^^.URr«: 

ImplGiuo.ntat ion of a viable organ Lzation sUfucLure is an es.scuLial si:ep 
in Lhc dcvolopmonl: of effecLlvn Vocational IPrograms; and efricicnl: admin i.;; ('rat: ive 
operations. 

Our review and analysis focused upon the upper adin.i n Lf^traLive echelons 
of i:ho Area of VocaLi.onal and Technica.l lulucaLi.on of Llio! DeparC.inont of Hduco.t- ion . 
ILsscuLially , this includes izhc levels of inanageracul: from the Assistant Secretary 
of Vocational and 'L'echnical Education through the level of General Regional 
Supervi.soL- for the various VocationaJ. fields. 

l-'o 1 1 u v; i n i n t h i s s c. e t i o n is a d e : ; c r i p 1 : 1 o u of t i i e [) r o. m ; : lU: ir^ ) p e. r • ni g a a i - 
/::ati.on at the ci^utral and regional levels and a su'nuvtary ol: our fiiuJLngs and 
ccnclu:; ions regard i n;.-; the cur ren t s t ruct are . 

„ 9j1!j [/' ''ij- •'V' 

Cen i:ra 1 0 r;.'-^ an iz at iijn 

Ihe exi.fM: ini^ uppui.- l -vel organ i t iona I. ^^ t ruci-ui:e of the. Vocat ion.-i 1. and 
Te ch n i ca 1 Kd u c a l i. on A re a i s \j i. c t e d o n t \ i a f ac i nu^ i ^ age , 

The Area is di.rectcd by an Assi.stant Secretary wlio reports directly to 
the Undersecretary of Education in regard to the educational aspects of the 
rro^ra::i. For tliO cr;erall adini :i i ." Lrat i on !:!ie /\ . V . 'f.M'. .. reportin;^ is chaiuieled 
directly to the Secretary oC IvJncation who is also the K^cecutive Officer o i : th.c 
Coinmonv/ealth Board for Vocational luhic.ai: i.on . IVo major functions exist v;i.thi.n 
the A r e a : the M i n I u i. s t r a t i v e I.*" i.m c t i o n , and the 1 n s t: -fu c t i on a 1 I'i u i c t i on. ! '] a cl i 
function is headed l\v a Di.rectj:r '/no reports directly to the Assistant Secretary. 

The Instructional Director ha:j res])onsibili ty for six Vocational 
Programs and for au Industrial Arts Pro[;rain, Vocational Guidance Program, 
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a SLudcnt Assistance Program and a Spaclo'' rrograms Unil:. A Planning and 
EducaLioual Devclopmonl: Unit is also *■ ' ■i d uiu.lar Che Ins r ructionn l. Director 
span of conLiJl. . I'.ach of theso Prog* > and Units is headed by a DirocCor v/ho 
is assisted in liis task by a staff including Ass is tail t Directors, General 
Superv'isors and orher adiuuvis trat I ve and clerical personnel. 

'Hie Dlfoctor of Administration heads tv;o admLirLstrative units. One Is 
responsible I'jr piircliasir.r^ , cons trneCi on and maintenance, liaison with Department 
o(: I'lducation level unit llio otlier unit is responsible for; personnel , budget and 
fund control functions. The Dlroctoc o?. Adiii i u i s t ra t ion also acts as Interim 
Director oi the Area of Vocational and I'eciinica.I Kdu cation in the absence ol: the 
A s s i s t an t Sec r<.* I: a r y . 

T I \ c. r(.i a r e t (.) r. t .j t: 1: ui \ i. t s f;:^ p o c t i. n r; li i r e c t L y i: o t i i c^. A s s i s t. a n t. S e c r < ^. t i r y . 
One unit is ^-^'Spj.^nsiblr' Tor in for-mai: if>a , edcc.U: i oacri. research, teac!R?r train itij.; and 
curriculum <U: veli-:)piiien t coovdiriatiim . The second nnit^ st-ilM'^'d by one pi^rsou, i^ 
re s p o ns lb In f o v; r omoi^l I e n . :r*d i n t im ? n c y re. l,i t i ops. 

Roj ] 10 n a ]. 0 ry, .-.i n i. ; 1 1 i on_ 

U n d 0. r \: \\ o. [ i a r t u\ ui t o T ! ■>! 1 1 c/i t i o n ^ > ,D r. u t r a J. i. z a t i, o n 1? 1 a n , i. : I , e m » ^ n t e d 
a p p \:o :< ima t o 1 y \:u i r ye ar s aj^o , Pu e r t o l\ i c : e w<\ s d i vi iU'. d i r. t o : ; i. ;•; e du c a 1 1 . ? a.a 1 v e .v; i ci n s . 
Kach region in turn was subdivided into sr.h.ool di.st.rLcts uoiijposed of (.- Ia'dkui tar y , 
s e c o n d a r y and v o c a 1 1 on a 1 s cl uj o 1 s . 

K.if-b r-ofr inn i \ti^n<\r^rl V)\7 .-i '-Jv f-; '* on a I Dif:'r'i-or sv (Ji tlie re sijo ns i.b i 1 i t v 
for all Acadenii c and Vocati(Mial i-Mucation Pro;.Vi;:ini;i ivlthln that region. Ihe opera- 
t i. o n o f the P r o g i" a m s i s m.ii n i g e d t b iro u ^ • n t li e D i s i: r i. c t S l i p e r i . n t : n d e n t s , h o w e ve r , 
th e 1 la g i ona J. D i i:e c tor p r o v i da s t och n i c a .1 as s i. s t o 1 1 ca.\ an d u. ^ v i ^•, i o n t li i:o 1 1 'ri^\ i a 
staff of G e ue r a J. S u p e r v i s o r s a s s i, g n e d d i r e c 1 1 y L o 1 1 i s o f f i c t.^ , ••. U s u a 1 1 y t h ( : i: e i s 
on e Gen e r a 1 S 1 1 [) r' v i s o r f o l" e. a e h P r o g r am a 1 1 ) i o u ^^,1 \ I n s o nie re : : i o n , ch i e t o t lie s i z e 
of the particular program, there may be tv;o , 
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Proo^d 1 1 r; e. Fo J_ 1 . owe. d 

During the course of our rovi.ou, wc (examined t:he (existing Vocat:ional 
and TGchnica.l hldueation (H.'g.'ini?:aLional sLructiurc and report Ln^; rolat: ionslups at 
a re a , p r o g v am , a a d region a 1 I a vc. 1 s . P o ::; L t i. on c I o .^"i c r i [) t i o n f j uc s t L o n n a .L \: 'j s v/o r c 
p r o p a r d and d i s t r L Im t e d to k o y p g r s o n u o 1 , In ~ d c. [) I. Ii i n t c r v i. e w s wci r e con d u c ted 
wi. til a 1. .1 p rog r a m a n d ad m i. n i s (: i.'a t L vo un it h e. a d a a d w L th s c I o. c L d Reg i o n a 1 D i re c l: o rs 
an d Co.n o. r a 1 S up c r v :i s o r.s v;o rk i. n g at Re i. o n a 1 1 c vo 1 , I ti t e r vie v.'s wc re also c o n du c t e d 
with t:hc AssL:U-ant SccreLar i.e::; for rorsoancl, General Scrvia^.s, and l/iiiance, and 
wi. th l:ho l^xecul' i vo As.sisLant in the Asr' {.;; tan (: Si.icrotary of iMaimi.ng antl 
lul uc 1 1, i ona .1 Dc v«.» I. • ;pino n t . A ^J 1 1 inina r y o L t h ( 1 1 n d i r i s a a d co a c 1 u:i i (.ui s r i.' .s u I i: t n f ror.i 
our s I. v.d y f o.i lov;:; : 

Con {" \::\ 1^ 0 t^^-'iii ^ ■'<- '1 ■' on 

1 . 'i'i 1 c o r ^; an \ z a t i o a a 1 s t r u ( f . n ?' :i rl -p i c: L i - d i n 1. 1 1 o o r v^:^ i \. '/. a t i on c h cu* I: a t: 1 1 ^. 
liy^c the ;5 1 u d y w a. .■ ; c c j n d i ^ 1 1 ( [ had n cd : 1 ; lv." 1 1 1:' i.i 1 1 . y i p ! ivn i ! ) t o d, y t: . r \o t • ; i* l : 1 1 o. 
Pro[^rarii Directors indicated that tlicy reported diruc{:Jy co f.ho Ar-i.si.staa l: Secrcrary 
ins t (-'ad of (:l?e rc-cr atl y app'-. ia-jod D i 7*ecf.o of Tair. L ri".:t i.on v;!io v/as also a'-::: i: i nt^ a,-; 
[load of the Toehai.oal ['ducal ion Prop,rara. A total of 1.6 pcr-^^Mis i.ndicatej that 
l:hey report direetly to »:h».i Assistant So.cratary, 

2. In eMaii'ininf?; the replies vecoi.ved froui 12 Administrative Unit 

J3 i. re e t • ) r s I: h a K ^-'o r . - r ^ q u ? ^ ' : e i o i n ri i < • r i f ■ o r h a d » > r i ^ c. of s in^:> e r vm : i i o a re e e i v e d y 
them, v/ii find the followin;^: 

. Tv;o indicated tliat th.e i r work is reviev/ed and 
verified by their Sirpr^^visor and that i:l;ey used 
prescr:! bed p^rocedure.s and me tlujdeloj;^y , 

. i':iglit :indi.eatu(l that they discussed the d is t r.i im- 
tion of work, vv'ork plan, duration oT v/ork and 
])rohlems with tlieir Stav-rvisor and tliat they could 
develop their ov.ti procedarey and ifiethods- 



. Two i.nd i.cuLcui thai: lilwjy work i iulopLMKlcnt\l.y and 
may ro f o v p rob .U-:ms , 1' Lnal ciMicliislons and 
re c online n d a L i o as t. o t he S up v. r v i s o r , 

3. ApproximaCe.l.y 50% of the. adrninisl. raLi.vc un i.L Di. rocLors i.p.d i.catiod 
L:haL Lhey spont: anywhere from 25% l.o 50% of tholr Lime. In di.roct supo rv usi.ou of 
Lhair unit, 

4. To provide and execuLivc succes.s i (.-in capabil. i.cy for individual pro- 
gram.-i wich.i.n iho. Area. The p rava.i.l iiii^ approach u::.o.d by Program Uircu:r.ors Ls LhaL 
of as53iniilal:ion of know.l.cijj^o. LhrouKh prolonged oxposura to the Unil^s operating 

c:l 1 a r a c: t: e v is f: i. c s ♦ 

5. I'ran.s iLory [)i;:-;iLions ara bcin>> u.';ed to augiii'.MiL rrojpram n ro pps.sioan L 
stafr;; which for rua:iO!T;5 o i ': C'.^nirionv.^.: a h:h budg.^I. .1. Lini Lai: Ions a.ro inanivul l)»Mow the 
ri.'.iiu i r;ul lovi.^l . App rt^:-; i r.iaLr: 1 v 11.7 I; T-.-iii:5 i. lo ry pus i Lions nov/ -v.-xi^a: wiLhiii tho. 
crniLral lovcJ of Lhe Arau f Vocational -:md Toclmic.al ivhical- i on , iaclurli.ag 

a o.a d vo. \ c and c 1 as s \. f i c.d pes i. L ions ♦ 
Pr:";.; r vn hovel 

Th i o o c L i o n of t h o Rep o r l: co vi?. r .s a b r L c {' d vS c r i. [) L i (; n of t h e p r o e n L 
oi-;:^aaizati ona i :-;LrucLiiro at Liic pi-o^;raia level, I'oLJov/cd by a listLn;..^ of I'w.?. rnaiai 
v;o a\ : \ \ o n e s c n c o u n L o r e d > A t L h c en d o f L h i .s S c a L . i o a i . s a n a r r a t i. v c .s u i^.^ ' :i .'i r. v o f 
conclusLon^3 covering our findingf; at: l:ho Area .ani Program level. The roc:o:.uneiided 
organ i.r^at Ion siraeture for o.ach Pro^r'^-f'^ '^^ includ<5d in Chaplier IV of t:h is report 
r sublv-^ad i n.\ ^'Prrv^r^Tiii A<lia i n is Lr;i I' i nn . " 

Tjui t us I. r i. al. Arj:_tj 

At the central 'level tiie iudu.'-a: rial artn iMrograni its managed by a 
Progr^un DirecLor with a supo. rvifiory staff of three Ar^sistant Directors, one 
General Fupervi.sor and tvjo Curriculum 'feehnicians , 
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In examining the ducici.; and rcsponii iJ.^ L 1. L cios , wo find tliac : 

. The Pro^^rani DirccCor .'CMids nopiM^v LmaLc Ly (^07^ of 
h :L s t irno i n a c 1: i v i L l . th at: i n c .1. u d e p r c p a r " i.o a 
of: reports, budgets, work plans, corrc^.spon L'.nce , 
attendanco, to various meetings , rcviev; of curricu- 
1. urn rna tor .i a 1 n r g p a r o < i by C n i: j: i. c 1 1 .1. u ni Technicians or 
hiei staff: and in cornnuinicat inf; with his Fiol.d Super-- 
visors on laatters rt^lated to pure has i n^-^ , budgeting and 
special activities. 

. One of the Assistant Di.n-ictors is respoasi.ble for 
p u r c* h a s i n , c ca i s 1 1: n c. t L o a o f n w f i\ c i 1:1 1 i e i.; a n d 
budgeting. The functions of Lhe other two A.ssistant 
Ditcctors involved curriculum devclopaient and 
teacher training. 

Voc a t i o n a 1_ _T n r h i ■ ^'-J i al K th i c a t i. o n 

V X e C! n t S t r «. i c t u r a 

Vocational Indusi.riaJ. l::du(:a( iou (V.T. .H.) is (v:mipo:;od ol: four suhpro- 
v^raiTiS each headed by a iU roe tor. The Subp ro:.>; rains v;iLhia V . I . F, . include ■ Manpov/er 
DfVve I.opinc;n L and Tra i.ning, Health Oc^-up-'U i ous , Work T iccntives, and Trades and 
Industries, '''h.e present stru.cturo of Sul)p"::o;-{^ ranis is ':ii-sc ri bed in tha? follow.' 

para- raphs , 

T r a. "1 e .'.>_ a u d ' n r U i ■•-^ t r i e j"; 
This subp rogr.'jm the largest in V/I Jr. headed by a Dir<u:Uor, and is 
divided into five units, eae.h headed by a CtM:)rd iaator , These are: 
. Regular Program 
. Veterans Progi:ani 
. S p e c :i. a 1 V i: o g v am 
. C o o p e r a t i. v e 1.^ r o g ram 

. Curriculrau oud Teaching Materials Developmeait 
These uni. ts - with the e>:cej)Lion of th.e l ast" one - are organ Lr^,ationalIy 
oriented towards the individual segrnenLs of Lhe studcMit po])ulA(:ion wlrieh they 
serve. Basically, student draining for most skills, is ofCer^^d througli each of 
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Llti.: first fcjui: units. The p "irl: v.'luch may clKin;.;o is the duraLion or scliudulc oi: 
traiiii.ag, tloi.irse offerings La tho.j-^o. Tour c;.U:cj.Mjrios usriual.I.y LiLilL;^f.i the samu. 
physical faci J.i ties . The Director of Trades aad Industries has grou[)ed secretarial 
personiiGl into a pool servin;.: the admi.nis trat Lvti positions wi.thin the Program. 
Mauposv cj- D i 'velo ^-jinc n t and a i. n i n ( ^jj ' ' ' • 0 

M.D.T.A. is headed by a Director with a :^taff ennsi.sting of an Assistant 
D L re c t o r , throe Ge ne r a 1 S u p e r v 1 s o r s ^ and o 1 1 lo. r c I a i r i. c a 1 ci n d : u i p p o r t [) i?. r .s o a n e 1 . 

The present orj^nui/'.ational structure v/ithin M.D.T\A, has not changed in 
several yearns; however, no organ i.x.atioa cliart de.[Ki.cting the structure of tlie Sub- . 
pi.'ograni and Ld<?ntifyiag tlin fiu'ir t Lonf; of the se-jn^rv i.sory te.am had Lci.'n pr«^pared. 
Heal L'n ()::(;iipat i on.s 

The ni rt.'Ctor of Uealth Oi,r:u[';itioL^s i;; ass!>^(:ed at the contr:-!]. level by 
a 1. 1 p I.- r V i ' ; <; i: f r t > [ . )D /f\ A , , a u p i* v i ? • o r f r o ■ ii 1 1 u : \\o r k 1. 1': ». - u t i v e :■; J' 1 1! ^ p \: i » ; r n n , : » n ( i 
a Supervisor i.iio Is a:'.siyya-id to sclujnl. acei.'o.d i.l...it ion v/oi !^. Tl\erG is also a 
C'H)rd Inatur for cour:'l:^5 o i* rha ruiae i s t ' s ;\ssi s i and a Su->:rvisor fvir a ^;[^e(:^:l^. 

pro jet:t for tra.ining ■■!edit:al Illium. jjcncy Teclmici aris . 

At the local level Llie Director sirpLTvisos the ti^'achers p^rsonadly or 
throu.'.^h the iv'-.^ionai CiSior.il Sopurv iso r:.-; b-erviav.; iai the Trades and Ti ida:; t ries 
.Subp L'v3o,ram. An exception to this i,s !:he Ponce lv.::j;ion iu which there is a Re;^ionrj|. 
Sui)ervi:^or of Health Occ\i[)atioas , 

I'orlc Tiv'^rr,*: i ves (\1 . 1 , . ) 

S u] ) e r V i s o r y p o s 1. 1 L o n s at : i 1 1 e c e n t r a 1 lev o. 1 c o ns i. s t e d of 1 1 1 a t of 
Director" and Assistant Director. The Director, v;ho was apI^.;inted to his present 
position l.ate In 1970, oversees th'.^ ve;,*atioiM I a:;[)e<:.t o*' V.M-N. The Assistant 
D i r < t o r con e n {.rates on t h a c a ( I em i c n i> p e c t of t: i i c S iib pro g r a tu . 
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^ ' iLJ/L^ It: ion 
^ -'sonl : S -■ ru cturc. 

T. 1' ;uical .education Proi^^ram sLrucLnre at i:lu? conLra.l I.eveL has Lwo 
suptvrvisory los.'fLons ir-^.i.ther oC v;]n.cli Lr. presently fi]. l.o.d. Direction o C t\\p. 
Program is h i; car r Lei out on a part-t i.mc basis by tho prL».Hent. As^s l;^ tant 
Director ol: ' i^i traction . 

Ar. .1 1. y i n g 1 1 1 c ropli.es t o the p o i t i c ) n d c s l: r i [) I: i. o n q u e .s t i ( j n n a i. r o and 
to the questions in our into.rv.i.ow, v;c find cbal; the position of SuporvLsor of 
Technical Courses supervisees the positions of Director of iiie Technological 
TniU'.itutes of San Juan and Ponce. These positions are the lo[^ical source for 
filling the [)ositi.on of !Mroctor of tlte Tecivn.ical Kdur-ation Pro5';r.'':n ; Ivov/e.s/er, we 
find uh.at i.hc. pre^">ent salary st r'^'.i.uri; hn:- a lov/er salary ran^u- fo«: the Prop.ram 
Director than for tlie Director of a technological ins t:i tuCe . This salary coiuii- 
i'. i on p res en ts a ma j o r ob s t ac le i n s i.: a f f i ng h e v po : ; [ t i c n. a t: t h.ci r,c a I* r. 1 1 le vc 1 . 

Vn (• a t i c na 1_ \ ; ; i t : e ] ttaa^ K \ : c : 1 1 i ojn 
Pjxv^eat Si: rncture 

At the central pro;vram .Level rhe Siiperv i ory :";taff con.'.i.isrs of a 
Director, th.rt^e Assistant Directors artd two Ceneia.! Supe-rv isors . The two Cenciral 
Super*\/iso rs were appointed in .January, 1971. There is ah.io a Cu.rricnlum Tech n Lei an 
a ad th ree s e ere t a r i e s as s .i gee d to t h e ce n t r a 1 p r og ram s t a f f . 

At tills time, the Program Director spertds app rex i ir.'itcly AV."''. of his tivr.e 
in supervisory fanctioas . lie. states that this is too high and wil.j, attempt to 
decrease this to 25% or 307. threugli ino]-e delega; ion to liis Assistant Directors 
an d ( Icnc ra 1 > . : e. r v 1 s o r s . 

Iun« ions of the Assistant Directors ;.ad (Icneral Supervisors are de~ 
f in e d in ; ly.i r-A. t e rms s n ch as : 



. Coordination of Program for special L:<:o.d schools 

. Budget , equipment purchases , school fac ill ties 

. Future Farmers of America 

. Teacher training and accelerated courses 

. St£\te-lcvel coordination of adult phase of the 
Program 

The Program Director plans to further reinforce the central supervisory 
staff and delegate supervision activities to his ass if; Hants so that he may con- 
centrate on Program administration. 

Home Eco no mics F uuc a t ion 
P r e s e \r£^ S\: r lic t u_r e 

Both phases of the Program - llomomaking Fducation, and Education for 
Gainful Fmplo-ancnt are administered by a cGntrai program staff consisting of a 
Program Director, Lliree Assistant Di rectors .nnd cwo General Supervisors. There 
are tv;o Curriculum Technicians and four secretaries attached to this staff. 

Supervision responsibilities arc distributed among Assistant Directors 
on the basis of student population served by the Program (i.e., youths out of 
school, adults, youths in school, etc.). One of the Assistant Directors acts also 
as tlie Commonwealth-level advisor of the Future Homeip.akers of America - a student 
organi^.at ion . 

The Director currently spends approximately 40% of her time in general 

supervision of the Program with the remaining going to planning, work assignment, 

communication, and research. 

Business Education 

(Com merc i a 1 Education) 

^ res e n t St r u c t u re 

The Business Education Program is administered by a Program Director 
who is assisted by four Assistant Directors and a General Supervisor. The 
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Program also has ti'Jo Curriculum Technicians and a Hecretrary at the central lovol. 
Two of the Assistant Directors and the Curriculum Technicians are occupying trans- 
itory positions funded by federal government grants. 
Distribution and Marketing l uiucation 
Prese n t St r ucture 

This is a growing program that has practically doubled the number of 
teachers during the last year. It is administered by a Program Director and two 
General Supervisors. The Program has also a Curriculum Technician and secretarial 
support at central level. 

As a result of this growth , functions and . responsibilities need to be 
clarified and distributed anong the central ^supervisory group. The Program 
Director and both Supervisors attempt to keep abreast of all Program developments 
and to participate in all problem solving and decision vaaking. 

Vo c a t- i. o n a 1 Cwi d ance 

Pr es 0 n_l" S t n.icture 

The Director is assisted in the supervision of the Program at the 
central level by three Assistant Directors. The centrnl staff has also throe 
Curriculum Technicians and two Supervisors acting as Project Coordinators who 
occupy t r an s L t o r y p os i t i o n s . 

The Assistant Director's f uuct i.ons have been assigned on the basis of 
the segment the student i:»npu.l ••.^finu ^^^erved. r'las i.cnlly , one Assistant Director 
is responsible for guidance to unemployed youths in public housing projects, 
another is responsible for guidance in vocational schools, and the third is 
responsible for guidance at the e].emcntary level and in rural areas. Other 
functions performed by the Assistant Directors were defined in general terms. 
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Neighborhoo d Youtih Corps (N. Y>C.) 
Present Struc ture. 

'iliis is Llie only Program within the Area ot Vocatioiuil and Technical 
Education which io v;holly yupcirvised from the central level. No Regional 
Supervisors exist as in the case of other Programs, Ihis Prograra covers the regular 
and vocational .student population, 

N.Y.C, has a Director, an Assistant Director, and a General Supervisor 
in a direct line relationship. Field opecations are sujjerviscd through for;r 
General Coordinators who are cosponsiblc for certain geographical areas of Puerto 
Rico - 

There are other personnel in a staff capacify at t];e central Ic^vel 
v;i th adrainis trative , s tat is t ical , guidance and ooTno^:'n'r:,;l:oL'y c:ducat ion 
r e s p o ns ih i 1 i t i c s . 

Spec i al^ P r o g rr.i ins_ 

t r uc t u re 

This is y srnalj. administrative unit consj.st.i n)^ of a Di.uector and two 
assistants. The Unit's fuactioa is to coordinate with regular yocational programs 
and other agencies in the develL';pment oC special educational projects funded 
through Part D of the Vocational ATnendinen ts of 1968. 

The responsibilities f:or development of projects for the disadvantaged 
and the responsibi I. i.ties for development of i>roject.s serving handicapped persons 
are assigned to the assistant to the Director respect ivcly . The Unit Director re- 
tains responsibility for promotion, coordiii.at ion of evaluation, making recommen- 
dations to the Assistant Secretary on selection of project proposals and for 
other examplary projects not falling withi .i the above categories. 
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SlilRVI CE UNITS 

Plana in g and Hducatiion a l Development: 

This is a one-man unit charged witih two main responsibilities: 

. Assisting?; Program Directors in the development 
of the Annual Plan and assembling Lhe Plan. 

. Evaluating progress of planned programs during 
LUC Plants effective year. 

Planning activities in Lhe present form have been carried out in the 
Area of VocaCional and Technical Kducation for approximately tv;o years. I'he present 
unit was created in mLd-1970. 

As i s t ail t_ D i r c: c t qr_ _o_f V. chjc a tion 

Tiiis posiLlou, has recently been I: i lied and Lhe incum1)ent continues to 
perforn the functions oL her previous posilion due to the difficuly of finding a 
suitable replacemenL . This has resulted in the incumbent, being unable to (:nke 
over all duties and rej^ponsibil:i t i^.s of her new position,. 

The position reports directly to the Assistaut Secretary and its 
main Cunction is to assist Program Directors in improving teaching methods and 
effectiveness at all levels. I'he incurabent indicates, liov/ever, that the Program 
Directors v;ill continue to report to the Assistant Secretary in some matters. 

/ Vi m inis traL^ion Unit 

The AdmLais tration Unit reports to the Assistant Director for 

Administration and performs the following functions: 

. Preparation of annual budget for vocational 
programs . 

. Reporting of funds assigned to vocational pro- 
graivis 5 funds used , and encumbrances . 

. Coordination of personnel appointments ^.;ithin 
the Area of Vocational and Technical Education. 
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The unit is staffed by a Supervisor, a Budget; Technician, an Account- 
ant, a Personnel Clerk, and tv/o sacrotarios. 

At the present time each major unit function is assip^ned to a unit 
employee. These functions have counterparts in the centralix-ed units at depart- 
ment level in the areas of personnel and finance, and in the budget office. 

Const rii cti on, S upp _1 J. cj , and M aintenanc e 

This Unit at the time of our review consisted of a supervisor and a 
secretary. Recently another employee \<cVJ added to work exclusively in the 
functionh; of purchasing and supplies. 

The Unit reports to the Assistant Director of Administration. Its 
function Is to coordinate tlie design and cons truct ion of Vocational facilities 
(schools, classrootns, shops, etc.) with the- deuartiaont level j?chool planning? 
section and to scre%in and expedite eqnionent purchases for the various vocational 
pro'^rams . 

The incumbent allocates apprux imately A0% of his time to faciliti-es 
construction coordination, and another A0% to purchasin;^ activities. 
l^^A 'i}:^ L. ]l'X5iil!L9.L of Adminis iration 

The Assistant Director of Adiivlnis trat ion is responsihle for adminis- 
trative matters, personnel, budget, control of expenditures and purchases. 

The posit i.oa reports directly to the Assistant Secretary and., except 
in th.u c.rs.? of oporn.t:.n!"; policy, is a decision making point in the organi'^^a- 
tional structure. It serves as liaison between the Vocational and Technical 
Area and the Department Level Undersecretary for Admi.nistration. 

In addition to the functions outlined previously, tlie Assistant 
Director of Administration also substitutes for the Assistant Secretary during 
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her a'of^Gnce, and participator, in tha detailed cvaluaLion of budget proposals 
and annual plan propo.sals subiuitted by the Program Directors. 
Research a nd Curr icu lum DeveJ.opniant 

This Unit, headed by a Director reporting directly to the Assistant 
Secretary, has the functions of coord Ln^it ion of curriculum devi^- lopment vLthiin 
the Area of Vocational and To clinical Kducation, dissemination of research informa- 
tion, e du c a i: i on a 1 research, c om p i 1 a t i o a im d a u a ly s i .s o i e duca i i o ua 1 s t a t i.s t i. c s 
(including follov;~up of Vocational-Technical Projiram Graduates), maintenance of 
a research library and coordination of teacher training. 

P r oin o t i o a and T n t e r a ; a n c y Re .1^. t i o a s 

This is a small unit with llu-: i-unction of. prr-mo L iny,*, tite Vocac i on.-il and 
Technical Kducation Pt'ograms aiaong rh-:; noLenL.ial pT:(:);',r;'.m enroll'::?^, tiv?. coir.T.nn i ty , 
and gove rnnie.n t age n c ie s . 

Tne unit head poiiition is t L>Mi'-i Lory , as the budget: proposal to create 
a permanent one ha.=^ been repent. edLy t:iirned rlo^v-n . 

Tlic organ i. a t io n a 1 s t r u c t u re i:. t re ie na 1 lave I i nd i c^^ t u.s Lh a t Ce no cal 
Supervisors of Vocat. ional rro.'^rainB report lo Ucip, ionai D'. recto r^^* General 
Supervisor:; are I:ol],cv;in^ a dp.al reportii^p; structure: administrative matter^.: are 
brought up to the Rej.n.onal Director for decisions \vh.i I.e. technical matters are 
usually hroutjht up to central nroeram adi;i i ni tration for resoUition. The Cecieral 
Supervisors receive instructi.ons and supervision from the Rci^Jonal Directors ivj 
v/ell as from the central proj"^,rnm r.:upe rv isory group, 

Functions of: tiie General Supervisors at reKioital lev^-l include a mix- 
ture of administrative, clerical and supervisory tasks. Supervisors perform a 
variety ol: purchasing, personnel, acccunt■i^^^, and record keeping functions that 
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frequently leave little tim*^ Cor visits to the teachers in the field, v/ork 
planning, problem solving and evaluation of the execution of the Programs. 
Secretarial assistance in general is scarce and often Supervisors ' reports wait 
in queue for several days i.n order to be typed. 

Al. though Vocational and Technical Education accounts for approximately 
12% of the total budget for education, there is no single focus of respons Lbili ty 
for vocational activities at the regional level. Rcspcnsib i li ty for overall 
supervision of Vocational Education rests with the Regional Director - wLtli the 
recent exception of the San Juan Region - ^-^'ho cilso has important responsibilities 
for overall administration and direction of the entire educational activities 
vi Lh in his re g i on . 

VJe r i 1 id L u a t the t e a eh e r to s u c.^ . ■ v i s o f rat .i o u s u a ]. 1 y a p p r o x I vvi t e s 30 
to 1 a!id in sonic canos roaches as hi;-^h as 70 to 1. Supervisors cover r.bout 
thirteen school districts sonv. o'c u'hich are lorntod at a s i.'^ni t ir.an t distance from 
the :i>ui)e rv isor 's base of operal:.i oiis . SubsLantiai ciinourits of ti.Tie are Lost in 
traveling within the region to supervise the vocational and technical courses 
in the different schools. 

CONCLUSTOMS - PRKSKNT ORGANIZATION 
AN D KEi-ORTING REhATI(KSH IPS 

Analysis of the current organi'^ational structure and reporting relcition- 
h i p s p V 0 \^ i. 0 u s 1 y ''1 e r- c r i . b o d a r e d ' . s c u *e ' ' q d i p. t ' f 1 1 owing par a g r a p h j3 . 

1. We understand that die position of Director of Instruction has only 
recently been fiJ.ied, and that this may account for the Program Director re- 
sponses indicating that they rc^port directly to the Assistant Secretary while 
in the organization chart it shows that Liiey report to the position of Dire.ctor 
of Instruction, 
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With the new appointment: of the Dicoccor of IiuiLrncLion, reporting to 
this position by the Program Directors should ho. einphair: i zofl i.n order not to over- 
burden the Assistani: Secretary with Program problems and tiecisious whicli vShouLd 
be resolved at a lower maaagemen t level. 

2 . Un i t Directors sp en d an e x ce s s i ve a ino un c o f t he i r t i.nie i ir direct 
supervision, curtailing time spent in other iiv.portant activities such as planning, 
promotion, and evaluation of Frogran pe rf orrsianeo . 

Unit Directors may lose sight of overall program ob^-jectives and Call to 
provide effective leadership ii: they get involved in too great a detail in the 
everyday operations of their administrative units. 

3 - 1*0 i mp rove th. c exo c u l: i a s wc.co ,s ;^ 1 o n a f o r • I pi a a to f a rn i 1 i ar i z e and 
L r :\ i u re p I i\ ce in a n t s si i o u ]. d he i n s l. i t u t e d . 

4 - In anal y zing the s i. t: u a t i. ons ex i r; t :' v.y, i n va r i o us p r o g r ara s with re ga rd 
to (hial report '.n;{ relat iomdiips , overlap of functions with La a program, and 
g'/noralixod ulent L f ica t ion ;\nd assigninent oF f uac t Lone.- , v/e conclude that this lias 
been brought about by the aeed of we.1.1 defined Program o cgari i :r:a t ion structures. 

A iiist of funcciens rapidly becomes L>hsolcte Wiien not adj u;i ted to re- 
flect Program grov/th and opturating rh.iracte iri s t i cs . Ass i.^nmrMit of these functions 
to i.ndividuals has to be logical and v;el.l defia.vd to he effective. Tl\er^e iadi- 
vLdual lists of functions or job descriptions cnnnot bu devt^luped on aa isolated 
h a i s n s ne v/ n o s i r. i on s a r r' ; i d d < m I t" o an or g ar j i v. a t i o n , i ns t e a d j they should be 
the result of an analysis of program objectives and the corre.-ii:onding activities 
to carry these out. The organizati.onal structure then evolves from the grouping 
of these functions into logical patterns. 

5. The ex.iGting load of administrative and supervisory work at Program 
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Director lavel indicates that tlv.-» .'•ystom:-; and procedures used to process vork 
through the adminis t ra tivc uuic.s and the d<.Ui-y',aL Ion of authority to .subord Lnates 
should bo strengthened. 

6. Prograin p"'uining and budge tinj^ both related to a comprehensive 
long-rnngG plan based on Vocational and Technical Education goals. In the present 
structure, howevirr, these two rc'^*.ponsibxli ti..''.s are oreanizat ion ally independent 

of each other. The planning position is currently depicted as reporting to the 
Director of Ins true fi o]i v;hile the budget i.ag position reports to the Director of 
the Administration Unit, 

A s plans and bud t * - g r < v.-/ i n s i ?. o a iid comp 1 e :< i t y , t h i j need lo c 1 o s e 1 y 
relate t.Viesi.t tv;o funi. L ions becr;i'v:*s ip.oiro .iinpnr!:ant , Although t:h.e present organ i- 
r-'.ational arrc\ny^eiTion t has worked up to t:his iii':e. ^e believe tliat i.t \vill be in- 
creasinf'.ly difficult to maintain an effective, relation.'r-.hip be.tv;o.en the tv;o 
functions tuless they are organ i.^-^a i: ionally integrated. 

7. Vacanc'es in key positions in thr Technical I'd'icat i on , and Trades and 
r.adus tries Programs tend to restrict the development and accomplishment of planned 
activities » 

8. Responsibility for the areas of budgeting, personnel and control of 
funds is assigned to one unit under the Supe.rv.s so r of arjr.iinistration . Thes(^ im- 
portant areas encompass a variety of functions v.'hich .'M.-e not relatied directly and 
have different work ami s\mervi r^-jry requi. r'.'ment.s . 

9. I'he Cens.Lruction, Supijlies an<I >ki i.ntenance Unit is well located from 
an organi:<.ati onal structure point of vLev;. 1/:-: believe Ihat th.e decision to 

au gme n t t h e Unit' s p e r o n ii e 1 wa s c o r r e c t a • \ d : ; h e u 1 d f a v o ca b 1 y a f f c c I the purchasing 
process for the time being, howe<.'er, as construction of vocational and technical 
educational facilities is stepped up as planned, congestion in the unit is likely 
to result again. 
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The addition of more personnel to Lli.is Unit will only prove to be a 
temporary relief from the prcf:Jent dif f icul tie.s in purcha.sj.ng, and a more 
permaneat solution ir^ required. 

.10. After analy?. ing the various Functions assigned to the Information, 
Research and Curriculum Devclopinont Unit, v/e conclude Lliat the' scope of respon- 
sibility of this Linit is too v/ide . 

V.e believe that a single organ i 2cat Lonal unit at tliis level cainiot 
function el: f e c 1 1 ve ly v;h i 1 e t ry i n g to s i mult an eo us 1 y satisfy t li e re q u i r eme n t s of 
v/idely unrelated functions such as coordination of curriculum research and 
d e ve 1 opme n t , t a t i : U: i c s c om p 1 1 a t .i o n and a a J. y s .i. s , jf u 1 1 o v.' -up of vocational- 
techuicai j^raduutes and toachcir Lrjiitiing. Kach of thcsu broad classifications 
of the furicuLons which tb.e unit is rcspous i '.)lo L'or arc ;.iritical enougli to '.v'arrant 
.i. n d i V i d u a 1 i >: c. d a t f.: f n t i. o n . 

} I. . 0 s (\ c p e ;i n d ni .■"< 'y n i r \ i r 1 e of 1 1 1 c V o c a t ion a 1 a n d Te cl i n i c a 1 Prog r a in re- 
quires I. he c-s tabl i sliKvr. t of a pt.* rn.iiicn t In ' '.M.\-igency Kci.ations ancl Promotion 
Unit v/itliin tlie strncturo of A.V.l'.K. This t'nit slunild coordinate its efforts 
with tlie (Jti.ice o(: l:he Aiisistant St. cetarv ol" Community Kelations. 'the need tor 
tliis coordinated effort is iT\ore evident in light of nicent dcci.si.ons by the 
fjccretary of Educrition to i>rovid»^ vocat.ional traLning rit all h.Lgh schools in 
Puerto Rico. 

1'^.. The. u."-.e i- r.'in'- i t'>>*y po*-^ ♦ (■ i f.n<; n(- a pro j'cv-;s:i.onal l.evol in scweral 
programs \;ii:hLn the Area of VocatinnaL and TiM.lniical. liducatiou creates a problem 
in Program continuity. Pei.soimel in transitf;ry positions will very likely loave 
v/hen a regular po.'jition is av^.iilahle somovaK^.re else. Tiiis turnover of. profes-- 
sional personnel in -ichlition to affecting crmtinuity vm I], also increase adminis- 
trative costs by increasing tr/nr. idg, expense and the tine required to bring a 
substitute to an accc'ptable level of expert ise in tliC position* 
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13. As niantioiicd earlier, dual reporting relationship's are contrary to 
the organi?:ational concept of unity of command. The situation at the Regional 
level in which General ^Supervisors respond to the Regional Director and also 
the Program Directors has caused conflicts in the past and may result in con-- 
fusion and decreased operational effectiveness at a tine when vocational 
education is preparing to push forward with expanded programs and course 
offerings . 

14, Tlie exist. i.ng teacher to General Supervisor ratio is too large wlion 
considered together v;ith the administrative workload and distances to be traveled 
within oa educational region. Ihis ratio becomes more significant when v;e con- 
sider the expension conteoiplated to provide vocational course offerings in all 
high schools. 
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III - DEVELOPMF-N'r OF THE OKGANT.ZATIONAL 
STRUCTURE 



OVERVIEW 

In order to develop an organ Lza Li cnal. sLrucLure, wa defined ar.d 
aualypced Lhe basic fuacCions of the Area of Vocational and Technical EducaLioa. 
To Lh i s an a ly sis we ap p J. i. e d t ii e has i. c p r i n c i p ]. e.s of or ?^an i ^ a t i. o n a 1 s t r n c I: n r i n g 
and develop ed se ve ral al t: e rna t ive k \A\ i ch woul d f i t t:he re(i i.i i. reinen f.s o I: Lho A , V . T 

These alternatives were thoroughly reviewed and evaluated by the con- 
sulting team, using the crLteria specified in (ib.apter II of this Report. The 
recoimncnded structure vas the product o 1; chanj^CG, refineneats and ineli/sion of 
the best features of the several altcrnaCives which v/e re conr> i. three d . 

CRITERIA FOR AN El^'FECTIVE 
ORCAXIZATION 

The foil o v7i n g p r in c i. p 1 e s w e ir e r ro ^.^ h a s i. e d In ch e d e v e 1 o ym] e n r: of the 

reconiiaoiulod or;^ani ;:at ioaal structure. These ::rL;er!a :ire li-a-'v) be ].rj>T'; a seri« 

of q i.i e s t: i o n s . ])o e s t h e s c r u c t u r e : ■ 

. [y e. p r e s e n t a logic a 1 g i: o i.i p i a g o f 1 1 in c l:\ons? 

. Eliminate duplication oL' e f f ort? 

. Contain f I'-^ Aibili ty for addint^ nev; funcl'-ioas ? 

. Eacilil'ale c.oordinat low ol: ins t:rucl:ional pri^b.l.oni 
solution v.'i.th business -related prob, [era solution? 

. luTibody the ability to respond to new maea^v--i'^'-- 1"^^ 
tecliniques ? 

, Allow reasonable S]3an of: contri^l? 

. Get major probJ.en'.s to the art.uition of the 
A s s i s t a n t S e r : r e t a r y ? 

. Represent a ])ractica]. f irai^iev/ork \'ov p lannin^', and 
decision n -a k i n g ? 
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Based upon the analysis of the current organizational framework and 
the criteria formulated to evaluate alternative structures, recommendations 
were developed which, when implemented, would result in a ne ' upper-level 
administrative organiT'vaLion at central and regional levels. The development of 
these recomiijendations is outlined in Chapter IV of thir. Report. The recommended 
structure is presented in j^raphic form on page IV-*1. 

B.ASIC FUNCTIOXS OF THE VOCwVriONAL AND 
TEQINTCAL EDUCATION AREA 

The basic functions of the Area of Vocational and Technical Education 

can be classiFJed in seven f^roups : 

1 . T \ Vr' tjn.i c^ X o 1 1 

This function controls the i ns Lructi cnal activii:ies of all Vocational 
and Tochnicnl Education Prof^rams and special pro^^ra'ns throu^^h the individual 
Program Directors* 

2_. Aci :v: 1 ! 1 t: r>\ I" i o n 

Th is fun c t i on coa t ro Is the admi a i s t r 1 1 v T?.a 1 1 ».! rs v/.i tiiin the Area of 
Vocational and T^/chnical I'^Jucatioti . 

3j J. n f o V f it a \A. o^n S y s t ems 

Th i s [■ 1 1 n c t i o n a d in 1 n i. s t e r s and d e v e 1 o \j : : 1' e p o r t: i n g s y s t ems for control 
of: ope ra t i o n s a ri d con t r o 1 s t h c r e v i c: w , r: n a 1 y s i • , a n ( I i. m j j v o v e me n t s of o. x i s t i n g 
s \' s 1 ■ f. \ms and p ro r : e. ( h 1 1: e s * 

Aj P^Luui i.ny< , Hmlj^;e t i rig ^'-'-'^'i u a tj. on 

This function conti'ols the orp.anizatioo of all resources required for 
the performance of area operations, arul also evaluates the quality oj: the services 
offered . 

5 . Vo e a t i on a 1 [in s (.\ a r c 1 1 divl ^'-urrj culji^iin Development 

This function i.s responsible Lor conducting vocational research studies 
]^[^(]] and coordinating the up-datiri)^ and deve ! opmen t oL* curriculum programs. 
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6> Prof ess ioncil Training 

This function coordinat:es the propcs.sioncil t: raining of the instruc- 
tional and support personnel at all levels within the scope of Vocational and 
Technical Kducation. 

7 > In teragcncy Kclations and Promot I on 

This function in. eludes all communications wii.h the community, private 
industry and o!:lier govcirnmGut agencies designed to proir-ute and enhance the role 
of Vocational and Technical, Ikiucation in the dcvelopme-at of skilled workers in 
the economy. 
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IV - mi:c o^^:^l!;:^JDATIO^ls_ Q^^^^ structur] ': 

follou'xng prarci graphs contain a summary of Che major vccour..,' i la l: ions 
rolaLing to organizational structure at the central level of the Area )t- 
Vocational and Technical Education, The recommended organization clia^- .. Llus- 
trated on the Jiacing page. 

ASSICNMKNT Or BASIC l-UNCTIONS AMD 
D1;SCKTPTI0N OF KXK CUTTV K i^iLllONS 

We believe that adoption of the recommended organizational ^ ■ ictLinnre 
will serve to criminate dual reporting relationslups , provide for a r.v-. - . :a-!'4c 
span 01 control, e.^tablish adorjnate decision milking levels:, and faci 1 v — ~ r-yx-r- 
cising the proper level of supL--rvi::'ion and delectation of authority, 

'Ilie rocom:i;ended organizational structure contemplates the f. iii. .;;ng 
as.signvnent of functions; and ro.-^poniHibilitle.s : 

CK ;NTK.^h ^^^^^\NmTIo^^ 

-U, AKisifUant Secr:.:ta ry of_ VjK^r^tjjnial. _and[ Ter.hn leal Kducat i on 

The Assistant Secretary ^;il,,l have co'.nniete i-es})onsihility for the 

direction of all activitie.s in the Area of Vocational and Technical Kdueation. 

An Executive Office \vl11 ar-^sisl; tlie AL>.si,sUant Secretary in the administrai i.on 

of the area, 

Tho |.■^rf-^ r 1 1 1 0 f-" r ' f '«'' '-'1 ) on 1 rl 1 nr I u fl Miti To I W ow ing two po.s i t iont^ : 
. Executive AjT:;i:.T tant 
, As^ri.stant for Programii 
2, Head of [ntora^.i-ncy j;[e]a(. iens anj.l_ Pr\)niOtion 
Coordi natr-s witii I. he l-ublic RuIatLons Un Lt of the Department or 
Education to fo^Jter all cominuuieationH within the A,V.T.E, and outside r A.V.TJ 
with the community, private industry and other government agencies. 
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The Head of InLeragency RelaLions and Promotion will be responsible 

for the following funcLions: 

. Develops and super\/ises the Interagency Relationr^* 
Program of the A.V.T.E. in close coordination with 
the Public Relations Unit of the Department of 
Education . 

.Reviews and evaluates the activities of public 

Relations^ Representatives of the A.V.'L'.E. in meeting 
ob j e c t i vc s an d p fi! r f o rmanc e s t an dai'd s . 

, Promotes, through special p::ograms ancl thct mciss media, 
the activities and services provided by the A.V.T.E. 

. Rep o r t s d i re c 1 1 y to th e As .s i s t an t S e c r e t a r y o f 
Vocational and Tcchnicc3l Education. 

3 . A:-: s i s t an t to t h e A s s i s t a n t Sec re t a r y of Vf.i c a t i o vi a 1. 
and T • * ch. p. ; c a 1 Ed u c a t i on_ 

VJill act as Assistant Secretary in th.e Secretary's .ibsence and will 

have the authority and responsibility for all operational matters vjithin the 

Area ol: Vocational and Tetdini.cal Education. The following po^^^tions will report 

to the A-;s i.Siani: to the A'^sist-'ait Secretary. 

. Di r o c t or o I: T n s t rue t i on 

. He ad o f Admin is t j: a V io n 

. Head o[ Planning, Budgeting and EvaluncLon 
. Head of Information Systems 
. Head of i.Mrof cr;si oaal T''raining 

. Head of Vocational Researcli ;7nd Curriculum Development 

'—^JJL-^li-^^^ ^-J2S '-ruction 

The overall, respoasibllity for operation and control of all Vocationnl 
and Technical liducation i^rograms will be as.oigued to the' Director oi Instruction. 

Two factors underline our reconunendations for the e^itablishiaiuit of 
this position at this Irvel: first, it would serve to strengthen the control of 
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the Vocaiiioncil and Technical Educal:ion Programs; and second, it would serve Lo 
limit the Assistant Secretary's and Assistant to the Assistant Secretary span 
of control to seven positions. 

The Director of Instruction will be responsible for tlie following 

functions : 

. Supervision of the operation of all prup^rams in the 
Area of Vocational and Technii^al luluccition. 

. Supervision of tl'ie controls ':stablished in the Vocational 
and Technical Education Programs. 

. Coordination of the functioning of all curriculum develop- 
ment for each program, 

. Evaluation of monthly ])rogress reports prepared by each 
Progr'aiii Director . 

Responsible for the execution and control of the administrative 
matters within the Area of Vocational and TonhivcaL Education including coordi- 
Vi a t i on o [: r;u r e I'l a i ^ i. n^^ P ' - " ■ > J* J-' ' - ^ ^' ''^ ^ *- ^- • • ' j f vi n d control, and con i: n.i c t i o n 
of classroom, laboratory rTiuI shop facilities. 

Th is o s i t i o n i :-i ni.-.i i. i \ L :.i I \ \ c. d in the re c.o nime n d e d o r g an i z a t i. o n s t r u c t ii re 
to provide an oi-ganiznr.ioi\ establiRlied around niajor functions of the Area of 
Vocational and Technical l-*ducation and to limit the span ot control at the 
As s is tan t S e cr e t ar y 1 eve 1 . 

i:\v\ !{n;,ui of Administration v.'ilL be resi>onsib le for the following 

functions : 

. Sup e i: V r s e ■ i j n d p r o v i d c » s gene r o 1 d i r e c t :i v li s to the 
fol Lowiny^ ndministrnt i.ve un i. ts : construct Lon, 
office services, -.at I'chases , ].u'rsonnG!l jnci accounting. 

. Kespousili.le for tlie rovie\7 of systems and procedures 
for the administ rativt.! utrits . 

. Respons Lb'l e for all th.e activ:ities and services pro- 
vided by the admin.ist rative uni ts w 



6 ._JIead o H I ni'o rma t: ion S ys t: cms 

Responsible for the administration and davolopinent of Management: 
Information Systems required for control of operations and analysis and design 
of systems and procedures. 

The following administrative units wi.I.l rep o n't to the Head of 
Information Systems: 

. Statistics 
. Reports 

. Systems and Procedures 

Tiie I{Gc\d of rnformatioii Systems vi.l 1. be responsible for tlie following 

f un c t i 0 :is a ^-^ s i s t e d b y h L U n i l a dm i. n i .s t r a t o vs ^ n d Re \.\ "i n a 1 Co o rd i n a t o r s f o r 

Budge ts and Statist i cs : 

. 5 up e r\ i s e s a 1 1 i: 1 1 e a d ri; i n i s t r a t i v un i i' s under 1 . ; a 
and pj-ovldes them ^'it;ii general direct i^/es . 

. j\ei>po[ni L.b le for the review and development of a 
syst'.^in to gatlier st'il.istieal i n Tor'naL ■ on on. a regu- 
lar has i.s . 

. He:;ponsii"»le for all \:\\o. ac ?: i v i t Les and :;o^*vices pro- 
V i d caI b y the a d !:i i a i : : t r a t i. - . j k. n i. t and r his 
jur 1 sdi ction . 

. Responsible for the reviov; i\\\d developnu.uit of the 
vo c. a t i- o n a 1 p ro'^, r ams i: e p o r i; i. n .r;; * •: y s t e m , 

, Responsible for the cievelopiin'-iut and rev i.ev/ of all 
s y s t eui s an d p r o c e d i i r < 1 5? Co r t he /\ . V . T . VI . 

7 . 1 1 c ad of Plana i ng^ ih i f 1 17, o t i n ^_ a nd _ J v • 1 1 uj 1 t^i o n 

The [lead of Planning, Uudjv-M'.ng an{i livaluation vill. be responsible ft.ir 
development oT long and .'sliort ranpp plaus, f orii'nlatinu of .'^pc^ratiug budgets, and 
prograin evaluation. he will be assi.;>l:ed in the'-n* respon-' i hi l.i ties by his Unit 
AdnuniJs trators for the planningj biid;.;.':td n^^, and evaluation units ^ rind also by 
the Assistant Regional Directors for Vocational and Technical lilducatiou and the 
Regional Coordinators for Budgets and Statistics. 
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The Head of Planning, Budgeting and llvalnotion will, be responsible Tor 

the follovjing functions: 

. Supervises and provides gtMieral directives to the 
following administrative units: budgeting, planning 
and evaluation . 

. Responsible for the preparation of the Five-year 
Plan for the A.V.T.E. 

. Responsible for tlie coordination of the annual budget 
for the A.V.T.Ii. 

. Provides technical advice to Prugrani Directors in the 
areas of planning, budgeting and evaluation, 

8 . Head o? Voc.•itiQ:^'lI Researcii _rmd Cu££ic;^-^JH^ _Developmen t 

Re s p o n s :i h 1 e for t h Ci a cl m i. u i s t v ix I: :i o n and rl e v o ]. o p m e n t of v o c a t : i u n a I. r e - 
search to insui:<^ current {:ochniques and methods Tor the Prograia and tl-.o. coordi- 
n a t i o n and up ci a t i . i\ g of c u r r i. e a 1 urn d e v e J. o p m e n t . 

Ih.e Vociitional l\i.:search and Curricul ar.i D<.^ve] opnient units will report to 
the Head of Voc?^.tional Research and Cur ri cul ir.n f'c velopvnen t . 

The IKvad of tills of|-'ice v/ill be r^sponsiiole Tor the follov/iiu^ functions 

a s s i r3 1 o d by h i. s L* a \ t A d ! :u' i \ i s t r a i: o r s a : t <1 C u r r i c u 1 1 1 i n Co o <- d i n a t o i' s : 

. S upe rv i ses all tl ic ad;:ii n i s t ra t i ve urii umler h iir« and 
provides thtMri v/ith goiun'al diroctivos . 

. Bo. v e 1 o p rn e n t o f vo cat:! o n a 1 r c! s e a r c h f o r t h e prog ani s . 

. Cooirdinat i.on and upchU: Lii.cj; of cufr.iculun programs. 

. I' pspons i b 1 J ' Tor all rhn activilh.'S and services pro- 
vided by I'be administrative units . 

Responsible for t'ao administrat ion o[' pre~service , in-service and 
continuing education and training programs for pro I'c^ss.i onal staff members at all 
levels within Vocational and Technical l-ifhication . 
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The Head of Professional Training will be assigned the following 

funccions : 

. Supervises all the instructors of the. training 
programs . 

, Supervises the development of teaching materials and 
guides to be used in the training programs. 

- Supervises the operation and evaluates the effective- 
ness of the training ])rograms. 

, Responsible for all the activities and services pro- 
vided by the training programs. 

. Coordinates ^;-/i th the Di rect o r of Ins t rue tion to 
insure participation of ai..] personnel requiring 
Lns t rue t:i on , 

Ove rv^j-'-W 

Although tlie scope ol: thc^ Adra Luis t rat ivG Utility Analysis in terir.s of 
detailed findings, conclusions -u-id. rccotiurrndations v;a*: livri. ted to tlio upper 
echelon of the Area of Vozational and Teciui ieal Kducation , v/e had the opportunity 
to oi-^sorve during our i-eview tiie characteristics of tlie indiyidual prograais and 
th e fun c t i o ns o f eacdi meinhe r v/ i. tl i in the Program * s a d m' i n is t ra t i ve s t r u c t ur e . 

The follov/i.nj2; recommend j t ions are general guidelines whicli pr(.>pose, 
based on the f indini.;s and conclusions wi th regard to the internal managem.ent. 
structure and onerat in-.r methods of: the individual Voca '.: Lonal-t ecua ical Programs. 

Th.ese guidelines will provide a base for establishm.ent of a functional 
organization structure for each. VocationaJ-tcchuical Program which in our judge- 
ment is a prerequisite to the odicr steps uhicli we consider essential to im- 
proving the e f 1: e c t L v c n e s s o f p r o g r am a d m i n i s t r t i o n . 

Subsequent to the Implementation of the proposed program organisation 
structures, the Area of Vocational and Technical Education should endeavor to 
develop: 
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. A well defined executive .succt^.Si;ion plan Lo insure 
progr^-im continuity in the cvo.nt of promotion, trans- 
fer, resignation, or otiicr event causing a key position 
within a program to becpino vacant, 

. Revised work systems and procedures designed to encourage 
work simplification at all levels and resulting in the 
reduction of duplication of efforts and unnecessary 
administrative procedures to enable key program personnel 
to direct their tine and efforts to more important program 
issues . 

Descriptive program-level organi^^ational structures follow below. The 
present and proposed organization charts are included "in the page facing the 
dei^cription of the E^rogram. 

TNDrs;n^T;\i;. arts 

VJ..^ recL)mmond that the ri'dustrial AvtJ rrc;f,r.'iui be organized in two iiutjor 
functional areas repovi:ing to the Program Director, liiaeh functional area s^i'Hild 
be placed under the ro'^pons i b i L i t..y of ' i Assistar^t lU'ograin Director, an Assistant 
Director of Gp.turatioi'io , and an Assistant Director of Administration, Thtj cur- 
riculum development and tcainin:^ function sliouTd bo removed Co those area le,vel 
units des i irM-iated in our central Jiivol ori>.:-ni:<af".ion as responsible for those 
functions . 

Th.o operations tiunctioii within Tudustrial Arts biiould be further divided 
into tvjo g»:ou]vi.ngs of thci educational regions. lv:^.ch of tiiose groupings would be 
placed under a Gc!ieral Supervisor. The educational regions could be grouped as 
follows : 

General Supervisor A Couieral Supervisor B 

San. Juan Foncc 
Arecibo / Ilumacao 

May ague/. / Caguas 

The scope ot: our review did n<:xl;^jj.0A^^^^^^^^^ lower echelon positions with- 

in this program; however, the observations ma<U^ la our visits to the regions and 
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the intorvicws conduclied al: the contra] program level indicaLe that the pr^iscnt 
ratio of teachers to General Supervisors - over 100 to 1 - is too large. We 
believe that the numher of the regional personnel should be increased by not less 
than six supervisors and five teacher coordinators. The recommended dis tribntion 
of supervisors and teacher coordinators by region siiould be based on tiie numher 
of teachers in the region. 

'['he Assistant Director of Administration .should be responsible for 
the coordination of procurement^ personnel appointr^cMits and pliysical plant. It 
should also include assistance to the Program Director in development of plans 
and budgets and in reporting of operations. 

We recogni/d that La the past there have vocxi significant problems in 
the .'ireas of purc'n:isin;^ :ind personnel and that tnta Industrial Arts Program has 
been affected by these. ]iov;ever, considering the r:^commendod change of orpjani'/a- 
tional sirructure at the regional level, the strengtiien.ing of the purchasing and 
personnel fuactions at area level, and the projected increase of $32,000 in 
budgeted expenditures for the next Liscal year, we believe that it is not nec- 
essary to nijicment the personnel :issi^;ned to this function at this time. 

Two secretaries ohonld be assigned to tiiis progr^im: 
. One For the Program Director 
. One for tlie Assistant Direi:tors 

At this time, th.e Tiealth Occupntions J^ubprogram is a part of a largo.r 
proj^ram of Voeation:i I Industrla I Kducation together with Trades and Industries 
(T, fi( 1.), Manpower DcvelopmenC and Training (M.D.T.A.), and Work Incentives 
(W,I.M.)- 
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In the next section of this chapter v;o. recominand the separation of 
T. & I., M.D.'1\A, and W.I.N,, from Health Occupations and the es tabiishment of 
a distinct program unit in which the three would fit. 

Analysing the present structure of Health Occupations in ligl^t of ' ' 
current operating requirements and projected growth, v:e come to the conclusion 
that some restructuring :s necoflsary to strengthen the Program* s functioning. 

VvC recommend that Health OcrAii:)rttions be estab 1 islied as a separ'i.te pro-- 
grain v;ith a L-rogram Director reporting directly to the Director of Instruction. 
The rrograin uirector la addition to planninv^ and budgeting respons i.b il i t ies as 
ve].l as the preparation o\: reports of op-^rationci would liave responsibility for 
the coordination of all procurement functions within the i^ealt-j Occupations 
i"*rograin. PtU'sonncl appoin t.Ti^on.ts and school and shop facilities would also be 
u n (J 0- r h i s re s p o n s i b 1 1 i t y . 

'Hv? A'-: s 1 r> t an v 0 : r<"^ c nr t ? f 0 . • . : ra !: l on s ' :oi\ 1 d bo a s s i s i: ed by a S up e rvis or 
in charge of i-;chool a.ccrcd i tac i on , aiul a coo l'^.p* 'lalor in charge of phannac ist ^5 
a s s i s t a n t s c o m r 'j c s . \k \ v/ ill c o o r ' i. ! ' t: and p 1 a n o [) e r a t i on. s o i the C f-.w o r a I 
Supervisors , 

We recommend that a staff of General Supervisors be establislieJ to carry 
out the actioni-j ^^eaerated by the [leal.tli Occupations Program, Initially, v;a be- 
lieve that the Program should be repL-esented by three (7eneral Supervisors, one 
fui. cv\*. i.y i:wt; njv^i.uiis . Thv". fo re , a total of i.hLi.^e permai'icnt General Supervisors 
positions slujuld be recruited and assigned to tills Program to provide effective 
supi-^rvision of field operations, lliis Program should have two secretaries as- 
signed to the l^rogram Director and the Assistant Director of Operations, 
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VOCATT.Om INDUSl- RIAL EDU CATION 
"'racles and Indui^ t ries (T . & I,) 
Manpower Dovelopment: and Tr^iining (M.D.T.A.) 
Work laceiitivcB (W.I.N.) 

AftGr examining Lhc individual scope oE T. & I», M.D^T.A. and W.I,N. 

Subprograms and considering their present location within the organizational 

structur(3, staffing at central level, projection?; for enrollment, number of 

teacherji for the next fiscal year and (:heir interri^.lat ionships , ve conclude the 

following: 

- The subprograms :=hould remain in the present 
location in t:he organisational structure in 
vvhich they forra part of Vocational Indui^trial 
Kducatioa . 

. 'Ihe t.:] ;:»t ic:i:;hips bv: (-/'"'on fh*:- :■■ uo;) n,^^r:j:Ti^; irn 
:3i:;-niiicr'nt: and their rul.jtivc ic>^i in an or~ 

V a n i '< a t i on : lion If i i* e f 1 e c t 1: 1 1 i ^ 

VJe, therefore, recoiiimend Lhat a p coj_^,:.;ir] unit be C'.i[:al)li nhcd in which 

T. 1., M.D/r.A* and W.I.N. SuhprogLTiins are g^.mped Lo;^CL:iOr under oa^i Fiogram 

OirecLor. The s I; i.-iK:f;ure ol Che prc^poived pro^^raii i ill^.u-tratcd in i:he faci.n^^ 

page . 

rhe,. F'ro:v.-ani Director will hav^.' two S'-hproc^ran Directors and aa Assistant 
Director reporLin.i;; Lo him: 

, S u u p /: o ^ r a i n .0 i. re c i: o r u f T . Ei 1 ^ 

. Siibprogrrii.1 Director of V/.I.Ki ^nd M.D.T.A. 

. Ai^^; Liitant IVLrector of Adaiin i."^ trat ion _ 
The Subpi:oi;ram Director of 'L\ f. and l-Jubpro^rram Director of 
W.I.M. and M.D.T.A. vrould h;eye direct rL-:pon.sibi] i ry for Lhe operaf:ions of their 
prograras. Their inpelSj idoa.s, plans :uu\ recoi:::uendat ions should be iir.plenien ted 
through the Vocational. Industri.aJ. I'.ducatiou Prov^raia Director and their res[)C:ctive 
Assistant Directors of Operations. 
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The Subprograia Director of Trades and Indu;.^t:rias will have throe 

AssisLant: DLrecLors as follows: 

. Assistant Director of Regular Programs 

. Asi-»:isl:ant Director of Speeial and Cooperative 
Programs 

. Assietaat Dirn,ctor of Operations 

The A.s.si^U:a^t Director of Rep,ular Prosrams v/oiild have staff responsi-- 
bility for the implcinoatatioa of the aop roved plans alfeeting tlie regular pro- 
r^ram of ir»struction in T. & 1. He would initiate actions ard roconmendat ions 
relateci to tliis prop^ra.n area ^1ri cli uou'ld be imple.nonted through the Assistant 
i) i re c t o r o f Op c r ii I ; \ o \ i . 

The As*7LSL.:!iL Dire: c tor of Srec'^ii. and Coon <: ra i: i.v-ii pro^^ra.us v;0'.ild Imve 
ro'r^poa.^^ i.b i. I ities j'ir.iLlar to thor.e do.-AcLM.heo above for Lht.t Special, and Cooperative 
rrogra:;^s v/Lthin T, ^ C , 

'Ihe As^-jj-t.-nt Director of Opcratii^ns i?^ r^':'pon^^ f h l.e ror tlie f'old opor- 
a c L c !i 0 f T . 1 . 1 1 1 1 ,M a t a P 1* of t h r e ;\ re a S u p '. ■ \: v L s o r ^j \.l i o L n i: n r n w o I'V. 
ih r 015 j^;h vhe { ro lu: ra I t-> '. \ p o r v i s o r; j a 1 1 ach r^. d L o t h.? e d no a t i on a L re [i/] o as . Kach ,\ rc. a 
Snpv'vvisor '-.'iJl ha r^viponi^Lb 1 e {'or tvo r^Jf^ion:: and ':.'ii.L '.voirli dir^-etly '.^ith the 
A ' *> s i. s L a nr. J ' v ■ j ■ i o a a .1 . [j\ \: i c t o r s o f V c :i t i o u a 1 . T c. 1 : n i c a. 1. ! ! d u c a t i o n in i :> a C. I: <:n* i f f e c t - 
in^^^ r. I. 

Training a.nd curriculuiu clavi-:Iopi:vanL activiti.es should h(^ r*.-moved to 
1 1 • i-:*. C 0 !i t r a I. Level u n i I : .s r e s p i } n s i h i f o r i: 1 : n s e u n r. t i o n s . 

l/e beliovo I'.hat sti.vni'rhenin<^ of the orv^an i /at i.onal stri.iernro at f.iie 
CO n t r a 1 p ro i.'aai .1 e vc 1 i n th L s c ; i s a lias t o o h a n d - i. 1 1 - 1 i a. n d v^i t h s t v< ^ \ i % c h < j n i i". ^ ; t ! i e 
.s u p (» r V i .s 0 1" y c {. fort ; \ t r o i'^ i o n a 1 . i e a j s . T n i.ni r v i . s i t : r o t tie o d u c a I: i o n a J. r i.: ,y, i o .s , 
v;e observed the v/or'vioad or the T. h I. supervisors ard this furtiier eaiphasi^'.es 
0!.ir rccoiMjnv.'nd.Mtions for increasin^^ the number of regional supervisors. 
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The follov;i.ng is our m commend ad ittvo.l of Gonorai SupLirvisors : 





Pro posed 


Present; 


Increase 


San Juan 


4 


2 


2 


Ponce 


3 


1 


2 


May ague 2 


3 


1 


2 


Arecibo 


3 


1 


2 


C^iguas 


2 


1 


1 


Humacao 


2 


._l 


_1 


Total 


17 


7 


10 



The slaCfinj; level of Industrial Coord Lnators should remain conslaiiL", 

Th e ^ • e 1 e v e 1 s t; ^ik e i n I o c o n s i d e r .:i t; i. o n t: h e e s v. mo 1 i s h :::o n t: of a regional 

1. e vc 1 A ■■.] n i n i : s r. r a t: i. v e C 1 1 5. L' 1 vi c • h \ / f > u 1 d ,= i h s ^ r h a g r a L p ;i r t of the (r»n i n .i k'. l r a (: i o n 

nn-i b;::;i.ness i;iana.;^iMr. r. r dutzi.*::- \hicn c-urronr. ly are bein^, aecoifip 1. i slied by Lhe 

I^'jyciori -il (J^iiiorai i?i:p^v i v i ^^ors . 

'!'Lv:f!,j:d and I nd\i:-;t: /"i :^hon].d iia^M uii r:^c sc o iv La i*i pcM"ir!unor;i:ly as- 

'"iei^fd {:o it:. vv- '"J"' i [>l^^e. ! V'^ as i .i.r"'.-.'^ : 

. St:c T-'j i_;;M;y i: o i iu- !:);ibp f^'^;r«:rt |jirocf:or' 

. ^! o (; r i\ [: a r y I: o l" h e A j ^ .' ; 1 t: v.i i; i; y-o c t o r of 0 p e r a I: i o n s 

. S'_^crei::iry to t:lie '\:;s i.sL.-.Hi{: nlrecl.ors y)?. K-.}gular and 
1 W ' - 1 ' ' ■■ ■'. I- tM I id C\ ■.' } • . M' a L i. v c. [^voy^i'n.r, s 

■|;hi:^ :>ubpr(Jj;rnra Di-recJ:or far W.I,N. and M.D.T.A, will have (:v/o AL^sisianC 

] ) i re. c: I: o r s a : > i" o 1 1 o ■.; : 

, A : .: s i s L a n t; I j i i ; - - c I : i :> r o \: S e ( : i* a J. ] - 1: o g r in s 

, Ass [st;,!al; DirecCar of 0|*erai.- Ions 

Tlie Assi sCaal. iU rector ot* Spacial Prt\^;ranis '.vm'. .1.1 bo asroi.sted by f.v;o 

Area Supi.'.rv i aors . Thesa t;v;o Supai.vlsors v^iili offices the central orov^i'iv.w Ir/vel 

will have re.spons i bi 1 i ty for coordination v/i.th the RajV-^^'^i^^l- Oeneral SuptM^v i.f.:ors 

uhronj^h the co rres ponrl i n^; Assistant Ki-^^; i.ona 1. DLt'octors of Vocational anal 

Technical liducation . 



EKLC 





HJ 




O 




O 




ty 




:3 




o 




H 


o irJ 




CO H'* 




p. 




O (D 




fO O 
























cf- 




H- 








fi) 









• 


v\ 










•0 




















o 








» -J 


0-1 














I- 1 








H- 




o 






1^' o 




:.J 




a (;■; 








(^ 








.. I- IV 




• -1 


[1 p 


' r.. 


r,l 


)^ 1 






'■J 




j; '. 


O ci 
















o 


i''J 








P 


l-l 








I'- 










o 












:k\ 

1 :i 



ERIC 

















o 


















0 














u 




0*1 


)... 








o 


n 


(D 


: ^ 




O 


( ) 




ci' 






O 




hi 






13 






C/1 






























CD 





ERIC 







M 




















> 




v'-t 


w 




CD 


w 


W 




H- 


H* 




W 


W 


p, 


Ch 


C+ 


05 


P 


05 


c+ 


nt 


t:S 




ci* 














o 




H- 
















o 


o 






cf- 




o 


O 








n> 






3 


1 


1 


0) 






ri 




> 


ci- 




Pi 


05 




B 


<rt- 


^i 


H- 


H- 






O 


ct- 


pi. 




H- 


W 




O 


ci- 










C/l 












1 


O 


















1 




ro 






1 














--^ 






M 






1 











C/J HI O 

CO 

ci- o 

c., H. M 

cf- o 

in 

CD o 

05 



H-3 
0) 

C) CO b 

l -'5 c» - O 



CO 

M O 



ci- O 
rf- H- 

0) o 
w 

H 



o 






0) 

o 

o 

05 

b 

el 

O 
IS 




TV- 13 



All field operations concerning M.D.T.A. and W.I.N. Subprograms will be 
the respon.sibility of the Assistant Director of Operations. The Assistant Director 
of Operations will direct the M.D.T.A. Subprogram and he will also implement the 
recommendations of the Assistant Di.rector for V/.I.N. 

X^e recomraend Lhat a staff of Regional General Supervisors be establishe.d 
to carry out th e a c t i o v\ s y^v. n e r a t o. d h y the c e. n t r a 1 p r o ranis group. I n i t i. all y vje 
believe that the W.I.N, and M.D.T.A. Subprograiiis be represented by one General 
S\ipervisor in each region with the exception of Lhe San Juan Region which, due to 
the coucentraLion of courses shou.ld have two. TherelorCj a total of seven General 
Supervisors should be recruited n.^d assigned to tb.ose Subprograms to provide 
effective supervision o f f ie 1 d o p c r a t i o n s . 

Ih e /\ s s i 3 I: an t D i recto r o f Ad m:i. n i s 'c r a t i. o n w i 1 1 h a v e res p o n s i I: L J i t y f o r 
n'n 1 1 e r s c o ri c c r n i i p o r . i n e 1 , p u r c: h a s i n , f • i c i 1 i t i e s a ;> d for s u p jt o r t i vo c. 1 1 » r i c ; : I 
anil admin irrc r a l \. vr. s e r v i ct \ to \ o o t- he r m; > - nl ) i > r; ■. o f 1: 1 le Ce n t r a 1 P r o g rn ni S I: c« f f . 
He will also assi:-:t th-:' r ct.\r^ra:ii Di. r-.n-.tor in the dc^ve I.opmr.at of plans .vtnd bu^lget'S 
fur the Llireti S nl^pregr-u;';):? ;md for [.ho. r-ntlre prog rata unit. 

'I I i I r> p ro r am u n i. t sh o 1 1 1 d r (.i t a i n t wo s-. » c r ij t a r i. f s t o b e a ^ ; s i. d to the 
S u ^ p r o g r : j m \ r e c ( : t:) r a a d (: h e A s s i. :.i (: ; tni: D i. r e c t r s . 

Ih p OS i t i Oil. of V ro gr am J) i re c. Lor i s < • aii t ; l:hc D i re c t o r of Tn s t r u c t ion 
i s a c i: I T I g as P r o g r cim D i r c tor. ■ J. d e a .1 1 y , 1 1 1 e c a 1 1 c] i. a L e t: o ! ■ i. 1 1 t h i s p o i L 1 o n 
shdu'lcl have tli. rect exp^^r ' ;:nce as Di. recCfu: of a Ti:ehno log i cal [n.st i. tute . We 
rec-omr.iend to upgrade tht- :-aiary li.-vel of this position to i:\al<.e iL attractive 
e noiigii to be co ns i de re d f rf vo rab ly by n\\ f.n ; : L i L u I; e D L ree tor . 

The four-year p^l.an calls !-'or a sK'/.eahle increase of operaLions. The 
ni'.ruber of (rcacliers is planned to i'noreasc from '<(i to 86 ti'achers in 1:^72, 93 in 
^ 1973 and l..^8 in 1974. 
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The recommended organxx.ation chart: takes into consideration the pi aimed 
increa.so in operations. Tentative recorrimended target dates should be adhered if: 
the planned increase materiali?:efi . 

Reconiiiiended target dates are as follows: 

. Assistant Director of Administration - 1971-72 
, Assistant Director of Operations - 1972-73 
•.rhis pror^ram should retain one secretary. 

VOCAT T ONAF. AGRI CULTr M-^E ^-K) ATI ON 

V;e rccoiTiinend tliat the organizational structure of the Vocational 
Aj^riculture LducaCioa Program be rnodified to reflect tho criteria i-et forth l:or 
the clevelopinent of the Pro^;ra::is organizational sLructure. 

The Program Director should have the foLloving three Assistat\t Director>? 
reporting directly to him: 

. A:;sisi:arit Diriictor of Adiiii-H s t rat ion 
. A-,::> c^.ui t l)i r'"'i':tor of I'ut'.'.rii Pr. rir<.M;r'; of America 
. . \ ; * i t ; t n n t D i r k • c t: o r of 0 p i ; ; : : 1 1 i. ci n -s 
Th'a Assistant Dirt^ctuM: ol: Acl::i i n ir. L iijn slum Id be roiiponsi l^le for 
coordination of equipment purcfuiseu , ])e r-snnncl and ^-clic-ol facilit. ies, IN.: .sliould 
be the Pro;^ram Director'^^ principal assist;Mit in the c e vcvlop^uan t of plans and 
budgets and in tho preparation of reports of op.i'. rat i on.-: . [-^o. believe that: con- 
: i 1 do r i n 1 1 ^ o. p r o j c (: A h?. ve L o f p r o g rii ;ii o wi ■ r ; 1 1: i on!-; f o i: vh o c u v?. i n <j f i s c a 1 v e a r , i t 
v/Lll not b:- necessavy Lo add r-dd ttioiia! [-r;:. i t i uns to i.be adni i nisi: ra tive fuiict Lon 
of the l\ro;.^r.-un . 

T i 1 0 A f ; s i : 5 1 1 u I: D i. "re c 1 1.^ r • of Op e r a I ion:; v.* i 'If \' . • r ; e c? a 1 1 L i e J . d o p e r a - 
tJons (including the spci.-. ial i. xed ;U:hoolj-.) o !' I. he Pr0)y;un and closely follow up 
tlie imp lemi.ni tation of the approved plan ;. lie. h.j.ivij four (^enot al Supervisors 

Li) assisf. him to aci".<>n:pl ish' tliese (-unct" icais . 
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The Supervisors will be assigned as follows: 

. Adult Pi'o^^rnms - a staff advisory position. This 
Supervisor v/ill implement his recommended actions 
through Ihe Assistant Director of Operatiotis. 

. Specialij^ed Schools - will be able to implement 
actions directly . 

. Region Grouping "A" - responsible for field, opera- 
tions ill the San Juan and Arecibo Regions . 

. Region Grouping ''B" - responsible for field opera- 
tions ill the Ponce, Nayaguez and Caguas /llumacao 
Regions . 

The e-f^ti'iblishmcfit of the administrative units at regional level and tlie 
introduction of .m Assis i:/ui t Ke;^ional Director of Vocational and Technical, lid u cat ion 
in eac'n regi.on v.'il. 1 enable l:he prcr-ent regional Supervisors to vork iTiore defectively 
a i't d to s p c : n 1 1 X e iv :'5 t i n e in h rj i. n i s t r a I : i v e :\ t L e t: s . Tor this r e a :- ; o n , and since t n e 
p T'o j o r. t ( 1 le ve 1 o L' W c a ch a r Tor 1 1 1 e n o :-: t: f: i s ca 1 y e a r i s e q n a J. to th e cur re n t y r- ■^ r ^ 
no additional rei !i fo rcemt'Mi i.: -is reconiini.'tuled. in the nurVbcr of Regional S\jperv iso r^T L'or 
I:!; is !'rograi:>. 

Tvo Siif.'-c taries ;raouLd bc^ ;.u'.' ; i;.vi(^.d to !.hLs Prcgr.un; oi-jc shoui.d be 
assi'->/iuvd to tlse i'rt;grain Di :votor, the ot!:or to the Assistant Directors. 

inyAi': i:co:^;o^iTGS r:?yr(.:,v};i:ow 

' r h e ! 1 r ) : n ' .* 1\ c o n t .) •.a i (.* ■ ^ i •* (.1 u c a f : i o n ! * r o r a ! n s h e u I d I j e r ( ^ s t r* \ i c t u r c d o r g a n i. - 
I. i o n a 1 1 y r.i s f o I J ca-j r. : 

T he i.) f r 0 i - o r o T t: h « ^ p r o g r :r. n. s h c ^ u I. d 1 1 o. 1 1 1 r e e A: i s i .s 1 : i\ n t D i re ( 1 1: o r s i: e - 
pe-ftLng l:o her; an A.'^s i st^'.iU- D i rec.*:or- ol" Adm in i s t ra t i o:i , an As:-iistant Director of 
Wage I'iarniugs and Adult IIoi.k^. :'];iking P r;(;.^; rams , a. id an Ass i I: ari (: Director of: 
0{)e rat ( ons . 

The As.-i.isLant Di re.c lor of Oi)(' l*;U- ions ::du)iild be responsil)le for all 0]iera- 
tiona.l aspects of the Program in the iidd. lie should b.ave two General Supervisors 
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.reporting to hiin: Each Supervisor will be responsible for throe educational 
regions - one should have responsibility for tlie San Juan, Mayague;: and Ilumacao 
Regions and Che other sliould be responsible Cor the Ponce., Arecibo and Caguas 
Regions • 

The current organization shov;s S]K?ciali?iation of supervision at central 
levnl (regular program, adult and "out-of -school" Program); hov.\:ver, the regional 
organization rh^es not follow the pattern as relatively low enrollment in the 
special group courses does not justify independent regional supervision, We be- 
l.ieve that in order to better coordinate the control of operations, the super- 
vision at ceiUiral level should be unified under the Assistant* Director of 
Ope rat ions . 

Tiie As;n*.:;t:an t Director of Wage .K<i ^.-n i nj^s and Adult Home Making Programs 
siioul.d provide ter.hiiical riss Lo tu!u:o to tlio As.'-jLstant Director of Operations in 
t'lo. ^^'Jvo lu)[;n'i *!"'.'■ , iiri'."? l.oi-v.^n 1' 'i t i on an<{ C'"^-^i" rol (.•r course.^', roach mi thf.v"-;p special. 

t.;r. O:.! ;'>S . 

Viv.?. A:;:^ i tcKit Dlreclicn; t.n: AJiainis I: rai; ion retains responsil) i 1 1 ty foi* 
c<.}iM:d 1 nat: ion (M; pii c ciia;; i ri)^ and pc:r.:^/nnei activities as v;«/ill as assisting the 
Program DlL-ectoi: in [/lanning and budgeting acl:ivLties and in pre[)aring reports ot" 
operations* 

*i r a i n 1 n g a n d c e r r i c u i u d e v o \ o piii e ii t: a c t i v L t i . e s s 1 : o u 1 d hi' t r n n f ( : r r* e d to 

lh«». .:.;}jp i U I) I JfiUA'. ..II. t,-.. I i 1. uai-tli » ;.'i.m.1 wi.Lil t uO;-'«i^ l l'.^) pm iS.i.h i.l. 1 t .W' :i Uiidi.'i' LJie. 

CO li'.rae n d c (.1 t ) r : i ii i :-. i\ l. i o\ u 'I o i) i 1. 1 1 To u r : ; c " : r i: t a r i ' i s s 1 lo u 1 d ho t r a n s I o r r e d I o 
tiio central ::ecrotarjal pool. Tb.a i.-er.r.t i n i n^j; Jwo secretaries, oc.-^ shciild be .•js- 
signed to tlic Program Hi rector an<J Liie otiier to the three. Assistant Directors. 

l\'e roconrnHMid the reinfo rv-ef:!'M^,t o? I'he Re;.vi-onaL C.'enera i Supervisors 
i)y increas in^i; the ]n;asant number hy t.'iv. Ail .Mipc rv isors will be responsible^ 
for operatioi>5; of t:he n.galar niui Lhr-. special programs conducted by home I^coiioiu i c:s 
I- n^/r^" 1 *.d uc . ». t i o n . 
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BUSI NESS i-:d ucati on 

The Business Kducatiion Program sliouid rcflecl: the o rgaiii2:at iona I phi- 
losophy expressed in t:hG orgairizat:ion stirucr.ure recommended for Che Programs at 
the Central Level. Tv;o major functions, each headed by an Assistant Dirr-ctor, 
should report directly to the Pro;"5ram Director: Operations and Administration. 

T'ne Assistant Di'.recCor of Operations should be responsible for all 

operational aspccLs of the Program in the field. To properly distribute this 

workload, v/e reeomrnand that four positions be created directly under hl-m. These 

positions v;ould be manned by General Supervisors as follows: 

- General Supo.i.-vlsor of Special Programs 

. Gcno ra I S:iporv3.---:.:i c of C<;*vperaL i ve ?rcj>rams 

. r.oPK'ral Supervi:-i)r oif R-.';.; \oria 1 Croup "A'', v.'hi.eh 
i '.^r. li;des the educational u'e[',ions of San Juan, 
Arocibo and M-tvn-M.ie^ 

. ( \ ' n * m; :x I f-^ 11 p a rv i ^ ; «.i r o f Iv- ^- ■ o t ^ n :i 1 G i;o up " B " , v: 1 ; i c h 
MicJ.u-.les thi.^ e^iuc-at Lena I "Cj^ ons rW: Pnrice, 
i;:-":.'r'ao and C.^fjuas 

All curriciil and l:ear!li"in^>. i n.l s do vel^^piuent: functions and J:ho re 

lated po:; i i: Lous should be traru.i Terrod to l.he proposed central level currieuluiTu 

,'-^roup . 

T[:e presr-nt con f i j-ural Len of rej;i'.;nol coo rr' inaLors for special ^rrvTrarns 
and of re^^ional r,oord i n:U:f)rs fi.w cf)t.''pe ra(: i. prc^^rams - one ct.^o rd i ria (:o r 'p«^»; re-. 
oioiX - rU>)\U(\ he viv i.ii tained . ([t>v.aver, l:he s!:al:f of Regional General Su)U'rvisors 
for the ro^piLar program shunJ.d he ^rcin-l.lio nc^d by adding one General Supervisor 
fur Ccich re^^ion. 

T)ie Assist/iiii. Dlreet(;r of Adminls tv ation sh'Hild havti res{:ons ih i I f ty for 
purchasin;;, , personnel and equ lp'-i«.' n L in addition to a.sslsti.ng ti.e Proj.-.ram Direr.rov 
in the areas of pl.riunin?^, bud;.',e t i uy^ and rer-orti-ng of operations. After examlnln^T 
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PRKSKN'i; 0RC;A^n7:ATI0M CHART 
Dir.? t ribiiLi on nnd hK-\ vVc. t inr, Kdiu:nl: i on 



C'onc f'.'i I Siiporv i.:'.or:'. (2) 
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vi^'.ot.'.", (f"i) 
«^»r ArhrU's (7) 



School l^istrictis 
Coord '] i\r[ Lor:; f' o v h i.gli 

and s [KM.: i a 1 [j r o j o c Ls ( 7 1. ) 
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tho fiscal projeccion.s for the ncxL" year, additional, staff is not necei-,Rary ror 
the Assistant Director of Administration to accomplish his functions cf fcctiv>;ly . 
We believe that the majority of problems that came, up in the past witli regard l.o 
purchases and appointments of personnel, will be resolved at the regional, level 
with the addition of the Assistant Regicnal Director of Administration and his 
staff. 

Two secretaries - assigned to the Program Director, and f;o the Assistant 
Directors r ^pectively - should bo permaneatly assigned to the Fro>;ram. 

DISTRIBLTION AND MARKKTI \'G 

Tiie .Disti-.-bution and M- .eke ting Kcucation Program does not have a clearlv 
defined or-ar, i^at ioeal structure and as.-p:.-:r,x:nt of funct.ion.s. V/e recommend Lliat 
in order to a.-hiev.-, a bettei- dc/M-'O of operating effectiveness, the Program ..h.oul.d 
be r,-.-;truetured oraairi^^.it iona I ly ;!nd func(.ions sb.euld bo clearly d.:fined and 
a.;-, igued. 

TT,e i)ire>:t(jr of the Dist riDulion and Marketing Hdr.eat i on Pro.'-.am should 
ii.-.ve two p'vr[i:ions repori. ■ 0,1^ directly to Irim - an Assistant DirocCor of 
Administratioa and an A.s::istant Director of Op. rations. Owisiderius die present 
eni-,?llr>ent in the Progrr.m, k,, ^ co.-.mend that the position ■ \: Assistant Director 
of Op.-.rat ;oi,s should r.ot be established at this time; however, we do include it 
ill the pron.-sed o.-g,;nj ;.-:at iue. chart as we bulieve that it will bo n-cessary (/!:r.n 
'-he pro;ji.a:n a^-.h ' cv<-.; a i-ol:,i.r an;-o [l:,;-nt of api) rox imate L y lii^OOO students. 

iiio Ass l.^ta.:'!!. Director of A(hninistratioii will be respi.iusi L) ! e for 
coordination <.f purchases, r.ersoniiei nppoi ntii:,:ats , and fc- assist in;; fbe Pro;irai;i 
^ Drrector In ma' tens related to pro,,; ra.m plannin;;, budgetiii}-, and preparation of 
i m^m P'--rt.s of op.-r >t j ons . Training and curricu 1 um development functions should he 
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The Assistaat DirecLor of Oim. ■ . lons will 1x2 rer.pons i.blo lor all 
crs related l:o field opcraLions of the Program. Ue should l)^we two Area 
rvLj.Jors reporting directly to him at central program level - one rcispoa^ihle 
the San Juan, Arccibo, and Mavaguez RL^^ions, the .^c^cond one re.spons Lb lo for 
'.'once, CagiiaSj and lluraacao Koglous. 

The prc.'.vont Ic il.'j of .staffing at re[::Lcnal level - sevtn Coo rd Lnaio 
A.lult Programs and six General Supo tvi.^j(:)rs - appcMU' adequate wlu-n the pro- 
ions for program grov;th for lhi\ next fiscal year arc taken into consideration. 
: /.Oi.Maend, hovever, that an additional position of Coord iiiatcu* ! AthilJ: 
.-rr-p.:; be established when tota.J onrorhn.-'nt foe tivis (•-ilj.'i^ orv le-jrha^j 9,000. 

This i^ro;jra*:i should c"f:i;-:in one .secrc-tary. 

■ '^h c?Jida;£q: 

Tlie orv^an ' /ai i on t ri:r: t ur*"' .f p : '^^^^ r^iiii .is [woiluct c r i lU r>.'d . '['.}■] 

<-L'ii:e at)parei)cl^ I'v^sved ;^r-;.:!i!a ' ' / as new pro^^ra":;'^ -vro i .:\p Li^r:/-!; Lt-d or t'v: 

'* '* ^l specific -irJiivicy bt^^''-:!i;'0 ap[)a f/iMi l* . Tin.; rcMi't: i a pj.od?!ct orie:^t-*»d 
. :.::a{:ioa > 'lu^tu^: ;a whicii :*:!"ii].ar ta'-k:- idionld b-.' !^ . .^'ad in a inoia.: oi'f ■•- 

■ay. l-'^' rL!COiV.i!:ead to rcc^r^van i;-:!^ this iw ' >;::^i':ua in foar \ru.\ia ar-'a; [ l.'liy.-j \ uy.^ 
r ^'.a i:dt;d arg'in i :'it'ional >tru!'iMre ''na:-' for 'he canlra! aad ra i r n/i I 

'a. The Pi"o;;rai:i :ho!'UI he .a r ictured ai*oi.:.:d tlu: i':..: 1. ! i L^mc arena: 

1. Arh:iir;!at (Mt'ion 

An Asa I..' " la^ct.er re* ' . .:.a ]nn shouN' hi. ^'d l.luv:.* ar\:ei' v, i f h 

To i. low l.w/^ rv*;-pe!i-, • ", ' ' ' : . oa : , ti ' id,. : . ^w d i nat • O!^ , la ■rsuiiaa ! aia -a^ it I :n-:- i: L ? , 
■■•'in^^j [)"l.anLn n;^; .:\\\\ !:^ai!:l'!.v r-'OMi'trs 'm Oja • r. w. lens . 

2. i.5pi» rri t i {5:n: 

An Aasisl/jni. Director (;[a"- r -j t: i ',a-i:i .should iua-jd idiis arc - vri opern- 
al re!op(jar. ibili L itra on all th:.' jj ro;..; raris < Thiri o ri;a!f i /.at ion ia in Lino wiih 
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ZOWK 2 



A60 Stii(]cuU-5-. 
2;i Ui.rcci or:; 
2!i Couitrc'lors 
2*3 Teachers 
20 l))^;Lric:t:-; 
23 ConLcrs 



AQ{) SLiidenLs 
20 ])i (») H 
20 (lounsc 1 on 
20 Tc.ac>lic>rs 
.19 I).isiricl:s 
20 CcnLor.s 
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/i-''i0 f.^lHidc'iil:- 

22 ]ru-C'Clor.s 

22 Counsel or J 

22 Teachers 

20 ])i:il:ricl:5.i 

22 CenlerJ. 



the lack of specializatioa of the Regional General Supervlsor.s . Reporting to 
the AssistanL Director of Operations there will be two Aroa Supervisors with 
combined operational reh'ponsibilities over the vocational counF^elors for ele- 
mental, rural areas and vocational schools. 
3* Tejz] uvic al Unit 

This unit will act as support or .service unit to tiio operat ion.-il group. 
It will be responsible mainly for the preparation of guidance films vi i class 
TIKI te rials . 

At the rej.^^ional level, currently, a total of seven Regional Cencral 
Supervisors cover app roximntely 408 'nuiondary schools and nine eleru..:n Lary schools. 
V/e reconvinend to hire :yi x .uhUtionai Kc-pjonai Cenr'ral SupervLsors to bring tlic 
supi^rvis i.on of those ;;i i .jr-.u:.^. counse l,()r\- v.'itb.in a Mori:i m-magoablc ratio* 

^L*. if -Uj) 

An Ar-;s ;..s.i:anr !)tj*.-e[:or for Fo 1. l.o.;-up :;p.ou.ifl be resi^.^n;; i b Le for the cxI- 
liiinis L ration of \.:\^: Foll'r..'-up ri*u;>ra:'i. .\ mi n !::!>:.*! i'r^!lov-up rro;;:r:rn .■:!;o:ili.! Mif^ludv^ 
a fc)llu'.;-up stuviy ol: ;5ra.iuatcf; ach yoar for Llircii^ years a;:tor wraduatii)n and 
every five years* L!u;re;:Ltor. The I.'ojJu.'-up !■ r.;g!%.i'n should [M-(;vi-:le dat/i r^'^!^;cd 
to c/ieJi individual's c>\i,.^ .iyw.rnt aiul stMais au(.l an evaluation Uie Vocai" it^i^rnl 
and Ti.'f'.hnicai i'idueut uai Program. 

This LVograin ^-liould have two ^^iu:re ta i' ies periaeuentiy ;iss:iv;ned to it. 
V/e :-:;g-;e':t thnt (::ie of ti. be ass f . lu-d to ti^e ^^ro;'.'--in Direr:i:;-M; and t!u: ocSu'r to 
t!ie Ass ist^i^ t i'i:M.:tors . 

'Ylui Mo i.;7hborho( -e Vou(.h Cor!)S Proy;ra::. hes ue Li[ue ch/i ra.itori s t i es ichereut 
to Lhe kind o\' s^tvi.ce^; offrrpfl v.o th<' sUi'.lents. iTe main fusij, ir)n of Lh<; !M*ograi:i 
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is l:o motivcitie and help retai.n the .studcntis in school through financial assi.sLanco, 
in the form of job opportiunitics . 

benefits derived from the serviices provided by chis Program are 
diroctod lo ihc general student body rather than to tlie students enrolled in 
Vocational- technical Education. Hie general nature of the Program implies t!ie 
need tu revise its organizational location i.n the. Area of Vocational and Technical 
Education. After analy/J.ng the pre5.-:cnt structure ol" Neighborhood Youth Corps 
Pro^^^ram, its operational (Characteristics and the nature of the Program, we 
recommend that tlia P>*ograin be taken out of the Area of Vocational and Technical 
F.ducation, We y>u^^;'y. .;t Tocati the Neighborhood Youth Corps Prograr.s v/itl; the 
Scliol-ir.-riti.ps Pro;_;r'"i'''- of th.; Department of f^ducation. 

'ihe Speci::! Pro'^i'a^s Uait vil.l re!::'xvc adflitional v;erh inputs as a re- 
1 1: o \' t ("I ..^ e :•: r- u : • i o n of v I: - > '-^ e i: v ' rc< [\ n r • n \- . ;• r e (? n: 1 a r y p r" a j ■ c i" ^' s ? i- 1 ; e c! t h r o \ i 1 ^ 
f ;Lhe r 1 a'.;o . 

IJr:! heli*.:ve t'lat in ord^w l:o acew^:, '^'ate f.:hi:^ additional workload and 
to pr<}/i{Ia a ^^■isf\.iM-.:l jev-'i <:l e;.\-:ra(; i u;.; e ffecl. iveao'ris an additional po'M.':ioa 
shotild be cre^i'.'.ui at (:]ie :\s:ustant Oi.^^^ct^)r^i level. 

Ti)e recoPiiriOtuiod orj^an i.u^ii: i.oua 1 ;-uruc[:v: ' T'^r this unit is co;n;)(v:^<'«l of 
t h e 'yo\ ! ( i n g ; i :-' t i on .'.^ : 

. ;a-v;graJ".\ 1'! sector 

► A'-:: i:^ tan t r'ovM/a'n 0.i rer to r - rroj er [ r, for 0 i :;ad van ta;i;ed 
. V;':;sLanL .'inj;r;i;i; DLreetwr • 1' 'O j .-r! :: for iid i capped 
. As:i i.^-'i:;,«ui: rr^^v'-iJi^ Direcim- - I'iAe^plji'y Proj'.^M:^ 

i^PAMcii_ .c:oo!io"[ :iA r 1 :•:(; i:^^i:t^ 

The pn:.^:(-.i}i: func:: i ca^: of- the Uv; v^arch Coord iaating Unit (In format i on , 
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This Unit renders a wide spcctruui oC Important: services to clie oLiu?r 
organizational unics wiLliin the Area ol: Vocational and Technical I^duc^^L■rou, The 
unit nov; reportvS directly to the Assistant Secretary aa a staff function. 

l/c beTicve that: the grov;i.ng programs of Vocational-techn i.cal Education 
v/ill require an ever increasing level of the type of services rendered by this 
unit, I'^r'ich type of service v;l11. becr.me more important and will hMVo. more demand 
as the Are.j oE Vocat ionol nnd Tochnicnl Liinoai: i f:a continues to expand. This in- 
crease :in demand and scope v;ill ivioke le .Mann;;;einent of tliese SfM'vices incr. as- 
iu/jl.y more .lifficult unless Che nrj.jarr[.;:r'j tion struct:ur<-^ for renderia^^ thes(2 ser- 
vi.<:es is •■;eli equipped Co liandle Tuture gCMWCh, Voc thJ s reason, v/e recommend 
the Siipa rai' ion of sone tM.' the ^^-r -es pT'.'SiMiL ly wicViin this unit into Ji^erece 
a rgani/^al ionj I. entities v;!i!.c: ' M.fMr ciuipptvi a ■ i;; agriab i 1 i Cy point of 

vi»;v/. nr!;-posed :^?rvi<;e unit:; i.hoald be ..ubject to [lu' sn^ie criceria Si-^t 

i-orch in Ci-v- (i-jvii J.op.T.enc o!" the cenCral oi-;.:. - i./.nci onal sCnicture. ]"o Llor;i u;"3 tiiis 

t'i<a 1 ve r•^Ci')':'y:i^^\d Ch.s: Mk* i'MneC i.Oii:" .''sj-ii:;!:- i b i. I i ;■ i es r.v. chc^ Iv-a:;earrn 

Co(^rd laaCiny- i t bt' d'i ::; ribuire j ••';'.>i'r; tiie T'' " e /in;;;; oi"rici.-s and pr*;v;r?ir,ts of the 
[^iMpostMl i.u' ; ixai: ion . 

Vo)-, ' :■ i. ;mi:' ] ^'Nireli and ('u;*v.i i U:: : :'e\'-: > rijiinonC niifice: 
. V\)CrjC i ('-.in]. Kes-Nirch 
. Ciirr ' et; iu!-^ C^vc: i:)j.: ; n l 

■ C'.^jrtH n • t i m o{* Tt-.ir-her Ti'a i,;* i n;', 
, (!i'ri j'd ! I. i •; : on o!: ■. m.*;.) rr M T m i n iiij^ 
] "! fonnat io?i Sv- Cun'* CM i'icfj; 

. |.T i 1 . : 1 ion o f Iv: ! ' ■• 1 1 i < > : i : 1 1 S L a I: ! :.i t i. c:s 
, D i:->S(.':ii ' uaC ion ol iv. search I n i"ia"'.iiat ion 
. M/ii a I iMiance of rx i'-aaearch bi!)ratry 



Vocation al Cui danco P rug ram : 

. Foilow-up of Vocational-tiochnical GraduaLcs, 
The funcliions of Vocal: i.onal Resaarch and Curriculum Do v(.dopment: v/erc ident:i.f icd 
vn.l:!.; r.he R^fscarch CoordinaLing Unit: which under r.he propo.sed organ i./ation is 
referred no as Vocational Resear :h and Curriculum Development. V/e believe tl^at 
tbf functions of the propo.qod Curriculum Development Unit i.nclude5 tlio actual 
development of curriculun for any vocational"-tcchnicnl. program requiring it. A 
team of approximately Tonrteen (.1.4) Curriculum Technicians should be esLablislied 
under the supiirv i.3 Lon o^-' the Unit's Admin.istrator. lliis t-am will act as in- 
ternal consultrtnts to tlie respective programs and wilh l.he sporadie cooperation 
of expert proi^r^un persoericl at central, regional and local ievelr- v;lll be able 
to .:cconplislt in a more oiTective and directed v.'ay, the Lunction-? and objectives 
of: the Ci.'.rriei.i] e:n Itidin Lc i ans nov/ attached to invi.divu'il i^rograms. 

*i"he fi>I l.ou' i.np, tabu 1 at i on i tui icati-ul the ctirren t disl; r ibut ion of 
Cn;;r ■ v sihin Tet/aiicians (W^iCn^^ iiiui vidna l pr(^:;com unit"- : 



Tn-!ie«.t r ial Arts 2 

Trades and ledustries 1 

Vec ( ion^jJ etiUmre 2 

!!{)'. :e rcone:nics 2 
l^asi eeiis and Office 

•..h.ica I' i on 2 
l.Vi:> L c ibut ion .md 

Maj'lre tinf^ 1 
lv!et:'ar ^rin.^ i and Voc:a-- 

\ i C'lK] i. '.n dance 3 
I'.e i: • • ; - 1; e h C - ^ o i; '.! t '"i a t i n 

I'D it 1 



V'e r* m:01 iraeiid t'le efUiai^ ' i *i^l■Ll^.•n t of the Cur rien I u'a *rechniciati (;e;iia v;if:h 
tiie saT.L! numb.er o 1; positixins a^; aov rxists aiiN)ni; individual progrrns. IIov;ever, 
v;o l.ielieve tiiat liurthi'r I'l.udies .should, be made on Mi.' (• i 'nt i ^ I eri' ic i ^-ncy of 
JC the rurricuium (ifM/ol« j^vm^p. t function to ascertain wheili..'r personnel savin)V^ can 



effecCGcJ through improved utilization of a central curriculuin devolopment 
staff. Further studies should be. al.so conducted to determine the rej.ationship 
of the Curriculum Technician team at the central level v;Lth the curriculum tecli- 
nicians at f:he regional level, 

T'his recommondat ion is in line wLth (:he general guidelines of the 
office cf education as depicted in the organ i.xat: ion structure of Lhe Divi^sion ol: 
Vocational and Technical l-iJucation , Hurean of Adult, Vocational and Technical 
Education which wars effective on November 1, 1970 , The trend shown by thirj or- 
jj;ani^:ation .structure indicates the forKiation oC technical core groun:-5 to service 
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CblNTRAI. CT.ERICAL POOL 

We recoiQiiicnd Lhe formation of a centralized clerical pool In Lhc OfCice 

Services Unit: reporting to the Head of Administration, 

lliG Central Cleri.cal Pool should be headed by a Supervisor, 
The basic functions oL' the central clerical pool are: 

1. Writing reoorts and other correspondence that cannot be handled by 
the individual prop^rams. 

2. I-rc^viding temporary secretarial tielp v/nen a program^s secretary is 

absent . 

3. rilling permanent vacancies v/ithin the A.V.T.K. 

PoLici.es and procedures would be tistablished to rej;ulute the kind of 
reports ivnd ot'ner decuiiKuits tliaL would be typed by the Cr.ntrai Cleriral Pool. 
Rt-ports that can be writi by tiie secretaries located 'u ! iu/ Proarai-i.^ -uniaid 
ucr h(i ^M.v.:a to i.!"ie r!ori':a! pool. It is inportant tiiat n systt.-:": be :-";pl i.'::>^n ted 
to iuv-ure the proper and ef'^-c'; >.v\^ fu!v:t i on in;; of thi.; of)'ice. 

Till.' (^•■fice en also Di^ U'-od as lv\)]).)c:u-y s^'':r-j "a r i a 1 hel.j) to t!u^ 
Prc^;■r;.l::^s . If a st^cretary ''•T a Pro-rai'i ni.riv:l:or ur AssifUiant Director is ah soiit 
a Sfcve'-T'.' from Ijv- central pi;o1 can >';ubs t.i i.ut:e h?' r . 

The Cen!:ral Clerical Pool slionld be u^;e^l as a rlncerneat source l:or 
sooreta r i a I vacar e ' v; i iM i n A . V .T .K . 

T!ia (:ial:r;,il Clerical P.-^ol, can L^e i\ helpful tool to pro-.^ram rnan.iy.enent , 
1 j" iw'.^fi - }■ c r. 1. v » 1 V . !-! :p •> rt •■ ' d'.\''<l 1 i.'^'^s c'ln be Toet* ea^i.-'^r a *'.eiuM(u!<' of: 
.W(;)k io be perUeiK.id !)y th^: clerLcal pool Ls iri) I eiriMi ted aed I'olJ.owed. We also 
'joiiL-v*' tiiat ia: r,ni:r,--! C (...• r leal PdoI ls in operation a 'i.j^v^^' ^- i-^- 

Se.lecJ ' ic 'i'vnnwr.i J. .'r (>'T/sr) ■••hould be purchased or rented. If tacr MT/ST prt)ves 
to ht! erfe.'tive Lo lire ryb."^ r ' (M I pool, .similar typewriters cou.Id hi' added at a later 
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The Ccnlual Clerical Pool office is a sorvicG function for l:he dif- 
ferent: Proj^ranif-; of A.V.T.K., and should consist: of approximately 18 secretaries. 
The secrctaricy should be dravm from the individual program units according to 
the sr.liedule shov/u below: 

Cu rren t 

Secretaries being tvans ferred ; 

Ind".i?Urial Arts 3 1 

Trades and Industries 10 7 

Vo ca l: i o n n 1 In d n.s t r i a 1 F.d u c a t i o n 7 4 

'L'echnical l''ducation 1 - 

Vo cat i o n a 1 A g r i c u 1 1 uve 3 1 

1 1 orn e I'l 0 o n o 1 1 n' c s I • d u c a t i on -A 2 

B us i n c :f> s K d u e a t i. f:> n 3 1 

Distr ihuLion and ?■*;■) rke t lag 2 1 

V o c .1 r i o n a 1 C u i d a n cm 3 1 

S ju:c i a 1 V t.'03 c;.inis 2 

3S_ 18^ 

Rvr;T(.'>'AL AOMi'isTKArri^r: _ovK!;^vri':w 

To if;«;>.;ove ihn su;^i.iv^ : oper i.oiis of the voc'.i ' Lon ^ p rov^r'aius , 

ihc rc:^^lcr\a\ su^icrvtsory sI-mTC .;;isL h..ve adequc?U:: ( i nie aad resouriyis f:o v.'ov:^ v/ith 
f:oachers, i fid i , ..duaTly and i ii '-r'all '^roiip:;, hnnu.M"v i sors ar»j invoLv'::d in s^'vcral 
businr-r-s rnan n^f .>'.:n(.: functiu-n:') :'Uch as prii: ing, orde.ring, [)urchasing, delivering, 
cl 1 1 .'. c k 1 n t o o 1 s , e cj n i pr.i • j n. t , rr^; i t:c. r i. a Is, r i n d s 1 1 p p 1 i e : ; . .'\ 1 1 d i t: 1 o n a 1 1 1 ^nc L s d ( vo t e d 
to ("1 1 h 9. r ciCi I p. i . n i s t r a t i v a d u L i n ■ ; sue \\ a s r e p o i; t .s , plan n i n g , p ub 1 i c r e J. a t i i.^ as, and 
coniriiu ii i c 1; i o n s . Th (i ;,i d i n i i: r I*, i ve d u t ie s c i ted a re a le g i L i '^i a t e . 1: u n c t i.o n o £ 
supervision. (h-)L'eve;r3 the lM.is:!iess manageraent duties affect the efficiency of the 
i ; u [5 ( J r V i s o r y \'in \ c 1 1 1 > n . Vu r. t. h e i; ; i o e , I: o t h L i i e a di ii i n i m t r a t i v a a i u 1 1 ui .s i n e s s i ;i ■ n a g e - 
Tfient dui:ier.:, deny !:he supervisory staff the copportun ity to function effectively 
in v;ork ing with t'-^a'diers to iinprove the Vocat'c.nal Program. 

To a 1 e s s e r d e g r c e , I. h e a f o r e me n t i o a e d applies a .1 s o to t h e s u e r v i. s o r s 
of the academic programs. 



Con.sidG rin^> l:hoso facts, v;o clirectcd our efforLs Co constructing a 
r(ij^i.onal organ IzaLion .sCracdire which v;ould allow i*hG. n-gional su|>crvisors to 
rcaddrass t:homsclvGs to the basic purpose of supervision. This wns accoiTipi ishCid 
by providing at a regional level those support functions which we consider 
essential to promote oCfecti.vc and ej:L'icieut juipervision . 

ASSTf;^^^^E^:T oi- r>ASTC it^McriCiNS and 
_ Jl'i;±?^-Lj:i''ii^y_ HLi^^^^'^^^ 

'ill e L o 1 1. o vv^ i n g p a r ..i r ap h s d e c v i. b c o n r r c? c o rur.e n d a t i o n s on the r c g 1 o ii a I 
organii^at ion structure . The recouTionded regional organiy.ation ch.'irt is i. llus- 
1 1: a t e d on (.he (' a c i n pa g o . 

U !■■.■;:: ii^iial Di r^'ctur 

Yhe Ro^;.:unal TM'octor is rosj-ioos Lhj.c for tiio adi-in is" rat ion , 

ii^ipl' " i!-ation and ^ - ol t.if c.C '•• '\rv'-J\i '■ '' in lis Re-; ' . -i-it 

■pv " ■ " ' " o. ' ■ : 

. A?-si?: 1. :!ni- i.uji-1 1 Di r/o-.: tor fi f Voc;.i I: Lonnl and 
Tvcl-.'> \. i i^d ucat Ton 

. ' on:i 1 r-zcCor wl' Ai:ader:iic Kducation 

. Ass i^5^.;^.■| «: \\^:.).\ i on.ul Jji recto r: c I" .\drii, nis t rat i on 

. Assii.^ I an t [• o y^iona J D i ro a to ;* o i' Co:i];!Ui\i i ty Re Tat i on.s 
and ror.ii ^i; \ on 

IV.e jl'.;gional Di rccCor 's ros.punsibi liti f.'s v;i.i.l include the fol lov/ing: 

. Adnri n is t i ;i <: i on of th e Reg i. (juu I. 0 1" (: i ce 

. Provide r.lio nece:*.sary resource;? l-'or the ilevi!lop!n.Mit 
and iiTi;> ! « -lat.Mi tati oa o f educa (■ i on.u I. programs 

. lie V i. G w and o v a I u a t 1 1 1 e c d u k: a t i" t : u a 1 n e e d s of t ti e 
Region 

. Devolup th('. pr'^liniinary budgC'ts lor the Megion 

. Provide ;<ni dance and participate actively in the 
lornnu La I-, i (:?e< of long and short-range educational 
plans 
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. Rcporl: pro^i^ress acliLoved eigaint^^t: obj c^ct: i.vcs to the 
Department: leva]. , 

, Provide the ini craCive for chan^^es in the, Vocat Loiial. 
li d I ] c a 1 1 on Cu r r i. c u 1 1 mi . 

, i^cso/)vch and dovolop po.s.si.hltv. clianr^cs in curriculum 
for Lho.sci acadfMTii.c ]3rograi'is for whi.cii tbofu: actLvitiofl 
havo been dc/lar;at;c:d to tlv"*. RoL-iioa. 

« Coord i.n.'i to Lnforniac. i.on and ]")roraotion c^rfort.'^ with the. 
P L\ bll.c R o 1 a L i o i > s 0 1 1: i c e a t p ; i r 'c mo n t .1 o v ( : 1 on d w i. t h 
thi: lui.'i- ra;;oncy Lat [.ons and P ror'iot Lcui ^i^^ad at the 

, Re c t jr5 iv»p. IT d t y i') u a ii d F re a c ii c: y o i: p r o J" o : s i. o 1 1 . 1 1 
trai n i ny^ proi'^r^-^^i^-'^ • 



t: h o o rc. p < i: i; ' to t h o Ro ; ; i . o [■» ^. ■ 1 



T-'--;:*. i ^j.i !. :a: i ou_ 

Til,. vv!;.-^;: Ro ' ^l 1 ''ii' '1 \' V. ; t 1 -hni.cO. Ki]^: ■■^^ 

ba re I !ir^ i b l.a Tor tlui .. iii i i.:; i; r : : :v ; ' . -..u' i ; ? :: f- contr-^i of all 

v«.'::;i' loi:-.:! ..id J; vV.*b i . '.i 1 =:'ducal::n \ ;^ : . r ^-m f-;:f.-in- , lu:; f!o 

porui5 dir^M:!:]y tt) <:b(* < \^ ioa.-i 1 1) i ri*^;M:ar , 

:\-p.>rLiag to \vil.l. ba i h<_i ('ciieral. I^c;.;ior)ri.l Supii-vi .-JOVo . ntvi tha 

i!:>;b;.; i: i a !. ^i^ivv rd i.nn to , 

w 

Ti\\ i .\ s r-J \ s (. : n L Rc i i (. ) a a .1 i j i r ■ r I' o r v/ i 1 . 1 li a v o t ! ^ ! i.' o 1 1. o \--' i ;i g «a ui c t i o n .s ; 

■ i 

. S i. I p c. 5 * V I s I . V ? n of" i 1 Hi n c ) 1 S u v; c i: v J h o i: a \ i d T. 1 1 d ; i: r y 

C^JO)■^! ! ;-{al."or:^ o j: Vaoat i.onal l'!dut.'at i.oii in h ^^s }^-*}i;i'^'f^ ^ 

, Coord i. ii:.: i.ou vjil.h l'i;o'^cnin b i roc tors f-'or i;ha LmplO'tion t j tion 
0 £ Lb.o p rvj'-.^rani:-.; , 

, Coord i n.-a: ; oa of Idio oT ['act Ivv' i ntar-.ulna" n isl rativa nn Lt 
tiinct i on Lag , 

'] , ;\ s s i a t :i a t i vo- } i i. o 1 1 a 1 ? "o* r f ■ < * t o o 1|_A> 1 '?r i a i. s t r a t i o ii 

'.[■[ic Assistant .'^ogional Director ok Adi;i iuLs t r.i t i on v.dll be rosponslblo 
for: admLiiiatrative inatt'ar.s at roj^uMia.l level auf:h as personnel, purcliases , 
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budget, «Lat IsLics J supplies, rnalntcnanco oD facilities and equipment and oTfica 

servici^s. lie v/ill report directly to uhe Re.gional Director. 

The Assistant Regional Director of Administration u'i, LI have uh^e 

follovri.ng principal duties : 

, Direct and c/'pcdite processinj^ of personnel matters 
.sueli as appoi?i Linen ts , vacancies, al^sences , transfers, 
reassii'.nments , certifications , scholarships , etc . 

. r;ooi\] Inate and recommend rental oC L'ac tlx ties , ux- 
paas J '.^a and remodeling o f f ac 11 1 1 i os and cons t rac^ i 
of 11' Schools , 

. S u]> e r '/ : ■ • o. p J. ii^.' at of r n t s , p u r c h a : ■ s o f e i ] u i p n e n t 
and ; > T . 'i 1 i e r. , pro c a s f-. 1 a o i d .s an i n n n 1 \- c on t r a c v 



sacli a^ ■uicr.^taria : heli'f. ( o,:'Vinf: 



. Dov-'l'."-" '.'Hi ('■>'■ ti'.- ;-nnr.'i bi:-!<va{: for i::ie R'. ,jon*s 

i '""■'.I';);; i'l*- :;* , in ole;.^ (^Ov i'cl i. nat Loii 
the A;; i si:ai' '. ■ V,:.;^ i 'jnal !) i t-.m: ./o r for Vocational and 
T':v liii i 1 i'du<:aL i.on , 

:!..■ :\ \.[ .'iri';:L sin-i^ t ^' i.:M on i^VK',: th \ lol \.o\: I ad'.- i n i s L rat i va m:^ 

. i>u;!i...'}. a:id Sf-alUtU'S Uni. t 

, Tu'* chases, i n i:.aiaa;-e and (-ontraCLU.i 1. servit:es 
Uni i-. 

. ( ) I" f i. c ■■ s a i; v I o s a i \ ».[ I- a r s ^ a i n e 1 ( J r li. t 
A. (j.ordinator of ■a:;v_ Rolat i etis Jind_ P rcmot ion 

Hk- Coord Lnat*^: uf Coin;iiun i ty Ka!at:.oas and rroiiiotior. \vi.ll report 

di.i:ectly to Laa l^c-vioual Director. (lis hasi(* l-unction will hi? to assist the 

RoK'oaaJ Dir^'ator in a M matters [jc r ta in:i np; to the Dr-partiuont 's rt^J.ations nnd 

coj^.iauri.i.ca t i ons v;ith tha. l\c^j; ion's comniuiTi l:y . 

ll^e (:(.)ord i naror of Conv.nunity Kaj.ations and Promerion <v^ill have the 

f o 1 low i ng r.v. a pcji isib i 1 i t J o s : 
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. ProinoLes, Llrroap,]! special programs and the mass 
media, the activities and services provided by the 
ko g L o n * s pro ^ ^'^^^^ ^ * 

. Coordinates the publishing of all periodic publica- 
tions at the rcp.ional level. 

. c:oordinates the release of etlucatinnal inConnation 
throughout tb.e HegLon. 

. !'■'■» './ipws and ev • lar.es ';e co^rTmui") tv relations 
<H:ti.vities 01 ( " Reyic:!. 

.^S_^ !'£i'/;j.onal Cr>neraL S^: ■ l^^-tPJ-^' 

Tlie scope of our revit'. ,as lri.ii:Qd to upper ecliolon adml : i s t ra t i -.^ 

pos'!.' -IS ^;^^:hi^ the V'rn.:at i o-vi ^ ;:r ' TeclrTicil K i 'n Proj^rani. Acco - 1 1 ngly ^ •\ 

d'-O:-'/ ' \ r.:' 'y-:is 'ot if^. ''"i^^ ^'^r: ■ : 1 /i • r ' ^ '"overagf^ ef'-' iv:^nev 

' r. ■'• . ■ !ia t: i a ■ -it.? . ' . vm. : ■ . b'J a<kj;r!;7r.el v li:k? rv i se d 

or til''- .i:::/.;--; ef scliO'^l or d i I rids ^^h leb. can be covered e I: L"i^c lively . 

"llov/ever. omt Sv. :.M''.".t-:i.o:i^; i:ifii.;:ate ^\\\i\t this a\ialysi,s i-i cssenl:ial a^^ 
p:\rt <:!: a.i <:tv"rrall ti!;:';';'t tt:) i:::;^rove suimm'v i serv ;;'f [:Oi:!'iveness . A i^tavt tuwirJs 
Ih 'x.'A \.r,\\\.d i!'^ wr.y.w. b" mO'-O i lu..;^' m) i: an A -3;; i ;^ tan t Hr-Liona! Di rector ol: 

Voeatiopal. and 'iV-di!;; i c il lidue li: ' on , 

V/e , »:he L-'-uo c ■ J r< oo^ i:':>^^id l:bai: {"iii/irlier :.itv:dies be conducted to ascctain 
the p ri:pe r v.\ i ;•: o i: t e .lu.-i le l*s , i: •.■ v r i. o r i i ' a ^ and s u pe rv i.so rs . 

TRANS nO:^V J'^yi^-l^;!! '^--J:^. 

'i'he n.'»e f »r r f.-^TT,* i f-r-r^- ni r^^nni if 1 to s'j- ,n n- ) li-f^or l'.'in f inn:in c/criien t or. i"Ot*!i — 
1 1 i. ca i : ( i o n s [; rov i d . :: a co n v ' n i o n t s b o i* i . 1 o rin mea u i' e to a u;.^ n t a Un 1. 1: ' s man - - 
p ov;e r i i > < 5 r 1 1 r! r t o iwo ' i n c r e a : e ( I ]'e. s p o n s i. !:■ i. 1 i 1 1 e :•: and (i r k 1 o a lI , ! { o v/e vo r , d u e L: o 
the lac:c contiiiui t, v ^ add', ticnal trainiu'.; t ijue and expense, and irigli turnover 
whicli are inherent in Lhis laetbod, v.'C believe tliat its- use should not be ext: i:aj-;ivc 
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Wa recomiacnd that^ for personnel, requirements that are ido ai: i.fi.cd as 
continuing, the pofrLtionr> be classified and propoiied Ln the budget as p(:i rroancn t 
from -its Lnceptioa, 

Wu n::der^W:,'>nd tlia^^ in the past this has t-en a dlEficuLt and many times 
iinsuccGssru ]. i)i.'ocess; howovoT*, we believe that iind<.r a funct i onally~de f:ined 
nrr^anLza t Lon.a ■ structuru sue . as that v:ii ich Ls rr<.Mv-. : ri in the preceding secti.oiis, 
;.iie i lis t i. f i cat i :)n ol: budget :.0(;ui rL-:ucnr / ['oc ati' i i t lo, > a ] pcvrTnaiuait positions will 
b'.^ mni':]i i.jore. r.ictual anil um' l .•liLeve . ^ ):;he r ie,7;r';' .?^icc:'...s.s .. 

'•'\'\' :;: jc;!-' ''A T:- ■ ! . ■ )R 

CV.: (:.:/>:. -raJViSOI^S 

Tl ) e A . V . 1' . ;•* . o t" i'e rs a .* i de r a I'l of ^3 f ] u c a t i o n a I s v.* r v i c a s and t u ci • n i. r a I 
trainiT^g ^:oui:se:^ La a :a:iideat [>o:jalation vith dirferef^t ayes, <^dncat i.cna I. cnid 
soeial baek ':rt:unds , T::./:;e servicas and ti'aiinar; are oPfet'erl tbroiJ:^]i a number of 
p t-i^a <Vi:;is siipj.^ rv [ i^ad by lb;-: l^a ' oiia 1 Snp'.^rv i so assL;^;!^ad to the «:MbicAii: i.tona I. ^^!^^^.oas 
!b:^ Stl;:^a-^■ i. :.s V :•rr.'i^ ! b a n-a;^ I - \.^-: : '^ iha .''alral l.:vel ti^at pliii:^ and (■<'aLraI.s 
Lhe f> ro" r.ip.'is aia.l t.].a l-'-.'c'n'.rs Mt i >.' r-^al t'^t r on-ili :-;evfjraJ liun'.h'^'d schi.M: Is v/a-..^ r,_. '^\^,^\ 

C'-'i: a r^' b-'-ina cj l Tir ■ : ■^l . liu: .;i.i:»i^r"v i.s i.oii oj" tiie d i. ;.'].' a r^ i^ t pre:^\ra:;ls otlaMrvrl 
i;er|U5r;?s tp( a: v I.so i.'s '-.alb a variety ol: skills niKi backf; round^^ . 'th'j result i.s a 
centiftuoijs inereasiiig need for* Cjcne ral fbipc rvi ^";ors the regif)nal. level* 

' M 1 ■• t a J i V an t a a s i > [; 1. 1 1 e c a r i: i.* a t ;) p p ra') ae 1 \ a r e t v.- o {fold: 

1 , i ^ . ' c V i. l! ; * 1 1 1 J. i la 'j ions ' .' i t ! ^ S i ! ' i.' v i '"' e r ; ? t i 1 1 ! i a v^ a p. m ■> " ; m' : b Ic n -** 
ledj^e of 5:he Prt 't^raia . 

2 , Sa t i.s t i i - s iv.\r:\:\(.\ i a{:e nca-ds of the P ro^^rani » 
'J '1 1 e c t ! : > a ctv a n t :\ ; - e s a r e 1 1 1 e .1' o 1 J, i a g : 

1 . 'liK nu i!i 1 u 1 r o i: S n p e r v i o rs r e-:{ 1 1 i re mo n t s i n e r eas e s b y s i x a ve ry t i rai.-; 
that ;.i nev; jjro^r.im is bating : n\pli:'T:ien ted . 



2, Tlio time of the Supervisors is not maximized. A large percentage 
oi: hi« time is traveling time tl:at could be !naxiini^:ed by increasing the nnmber 
o£ teacherfs visited per ::chools. 

We are, tlierei'ore, recommending to set up a training program for General 
Supervisors to enable them to raipcrvi.se similar programs within their Regions, 
This training program could be organ i.x.ed by the Office of Professional Training 
recommended In the proposed organization struciture, 

■' ■ r..' rtain 1' .ii.:ions in a train. ng program thi.s nature, 

ThiOrefore, i.t should be carefully planned and preceded by a study of the types 
of i)rogr;ams that could be effectively supervised by one Supervisor. 
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J J'J-'ANMI NG AN D BUDC l'TING 

The elTactiva ip:iii/-citioa oi" the resources of the Area of Vocal: i.onal 
and Tedmicol Kducation dr'poud:5 to :i large degree oa the (luality of; die p.Lan- 
ninz and budj::etiiig procedures used ii^ tlie allocation of -Its human, financial 
and physical resources. Thin section oi: the report includes a description of 
the current planniu- and budgeting eTforts, an evaluation of these efforts and 
re couiinendat i on s r'o r i.nip r o vi:men t . 

DKSCRirxrON OF riANMfNG 
Pp(A:;rniMlKS _ 

Curr. ;u: v.laniiia;; ..-f forts nrc loin:^ conducLed by liie Planning and 
Kdn. ■ai::io.:al P.- ve l.ep-:..:ni: I'nll:, a u'.it or.^nni/cd ia 1?6S t:o consolida<:e i.he 
;jl;::iaia.: !:un..-i- 1' v-:u:;M: ' oaal .;;ducati.on. 



Y[-^(. -x'e file principal nlannin;; el:l-ort'^ conducted hy the 

1 ni,ori-o R\c-) \:nc ^^jc.in.onal niid Technical MducalLen i'ud.M; the 

Vc>ca::i.-aal Kdu-:- 1 ? or,a I .V n ucl.u-uts oC 1963. Idiis Plan, issued i:i duae , 1.970 , 
is d'vi-dvid in t'-i^'e parts: 

. AdTiilnisrrat i. ve Provi sions 
. rour-yuar IM an 
. l-iscal Yeai' 1.071 

\> 'is,. rfr\v:reh-.-nsi'A^ pl.annin;^ elTort is a Fenr-year PJau for 

Voc-:tional"";^ud"T,M::huical. Kdt.cation, 1972-75. Thi.s Plan had not h...n r..leased 
as of the; dA>re of v-riLJur; this Report. 

(b ) i}uia,;..M- v^i'A^.llil'^.VA 

The nust mportant plauninj; effort carried out on a regular basis 
is the preparation of: the Annual Plan. A description of the procedures 
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involved in Lhe prepat'atiion of the. annua], budget and an evaluation of tliese 
procedures are preseuLcd in subsequent paragraphs of this section, 

EVALUATION OF P LANNING 

The planning efforts of the. A.V/i\E. were analyzed in terns of the 
follov/iag criteria: 

1. Coriipreheuslve nature of the planning effort 

2. Melaf.ionship of plans to goals ond objectives 

3 ; Systematic approach : evaluation of results against objectives 
4. Adequacy of the inroriaation avai.lable upon v;hich plans rnay be 

based. 

5 . [• r' e. q u . a c : y -. ) f the p 1 n 1 1 l" e \' i s i o a 

6 . ! J- a a n. i i\ [:> v i'; c e d u re s 

(a) CcTM^ i;op.o_n.^ i ■/i."n'.''Ss_ 

Cvvu]} L*o.h e L\s i vi ^ p 1 an n i a:] ( ' ■: > n s i do rs li ■ a ci J. lo c a t :i o n o a i \ v-? r. o 1 1 rc»>.' s 
; iv . I L 1. j e I o A . V . 1\ !\ . , f 1 1 o. :i. n r . m* c t i on r *;> :s i ; 1. 1 i n g a j-.v,^ n 1 1 \ e v ^.i r i. (M. i s ;U' i : a i n i s i: r a~ 
tive units as a r:.::;uli: cl' certnia sli^cisious ai.d the a J. location of ro^wjnrces 
after the es tab 1 i sliiicut of A.V.T,!*!. pvLorLt^ics . 

The es ta'n i i srivul practices for obtaining federal fundr-: do not I'.'.ad ?:o 
a full aJ.l-inclus.ive pLnaaing. The plaiiuing effort is geared to proi:Vf:ains and 
j)ropo:>als prc^.parat ion . This is <-iue to the fedc?ral fu.ndin;:^ proco^^s of insist 
pro^.r-^^'-- t.h<\t i/equirc tlie p repar/i t ioit of proi^osals for pv-ograms and s ubprot'^raiv.s . 
]:! 1 c h p r o r ; v:-.) t n ds to h< tr. o ine an. .i !> « 1 o p c n d v. u t uii i u i: V o in a 1 a u n i n. j ; point o ]: v i w . 
Since currrat planning; is done on a p r:o^'^rc-.Hn basis, under current conditions of 
personnel short.age time pvessures, there is little opportunity for 

analysis ol program cooj-dination . 
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Curreatrlyj Llic planning uaiL has to work under condiLious chnC ara 
not conducive to a comprehensive plnnning effort. The irfonnaCion received 
fi'om Program DirecCovs is noL compicLe; the large volume of planning ouiipuL 
required and Lhe pressure of meeL.ini^ deadlines is further aggravaLeci wiLh the 
adciiLioual duliies of preparing progress repons for different program'-i. We 
recoiiimend fo sLrengUhea l:hL:-5 uniL to improve Llie all- inclusive plaiVi'vug an 
cenCral L:vel and oh Lain an overall coordinaLiou of all programs in order to 
establish a list of pjrograiu priorilics V7ii:hi.n Lhe A..V.T.E. 

(b) RelaL ionship of I'lans Lo 
_ ^ Coal.:.; and Ob;n.'. ci ives 

During Lhe ;-:o:.u:>:e of ulva st.ruy, v-e ev:aini.ued different: pro.Hran^ plans 
p I'i nred by i:he * A . V . T . C. I'l le ov* : i. all t: aLeiue n I: of godls and ob j ee L Ives was 
■ «"l.i.'ar. V' M* J lI- ' ''i'i-'.i; '". "? T i (NmI i '.mi of Lno;.:.'? ('biectives as a !:iasis i'or resource 

a I. !.iK:a on ijul.d be ^ I. ;'e n • L'lierit -d . 

i.^;:r reviv..: : : .J \ c::: l ed Cliaf; e* )M:ain rrog)/:} DirecLoro had ^/•vLl il-itvel- 
opi:d |/ians .:i[:h aef iv i L i.*;; dji;e«:t;!y rrtiai.ed Lo Lhe obJeeLivea. in oLhcr 
inai'aneo:^, riie la;- ' » ^a.ii ' ij n i; lI'O ai:i:iviL t.es dosc:ribad Lo overall pi:o;;ram 
o!) J e c L i. ve s e o\i Ld b e L t.c n:\ i: 1 \ e iv? d . 

T h c. \y'\.i\\u ^ I vi g a a d h u d g ( i L i 1 1 g 1: u a e L i o : ; a ( : P g r a w D i r e c L o i: 1 c v e L 
should be reoi-v;aa i ?.od . loe Ro gioual ou[:ervi sor should have greaLer parLicipa- 
[ i ■ I in L 1 1 V' ^ * :\ :\ '}. n : * i\ h \ ; d L i n g p : ' 2 s . .*\ L f: h e :■: a nie L. iiv.e L h c'/ s 1 \ I'l u J, d 
re ci i i. s p-' ^ c ! l* i c i i ' 'c r u c L i. on .s on I: h » .» ; : y p t,'. o f i l'. f o r ;n.: 1 1: ion, Lhe tie g r e e o f do L a i 1 
r c.\ ' p.i i. re d i ) d L 1 ) e p r c: s e n L : i f : i. (^n f o r in c-2 L o 1: (: h a t d a [• :i . 

in ciuoLher seeLion we are (^xpLainjag, our unders Landing of; whaL 
s 1 1 o ul d be an i i U' a g r L a ^1 o \. an n\n[r, and b i : d g e L i. n g c- 1 ' f o r t . W e a re i n d i. c a L i. n g a L 
Lais ,'oinL LliaL iL is difficulL Lo .noeompl.ish. ohjecLives i. f the differenL 
acLiviLies LuA/olved do noL carry Lfu;geL dates. The inLcraction of Lhe several 
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o^c^ui>!;aLlon^^i units c^innot bo properly ofgan.i^cd unless Lhero are specific 
tac^'^at: dates and line ninuar;cment of nach administrative unit works towards? those 
dates . 

Tl 1 c A . V . T . ]■] . g o a ] . : 5 and oh j e t i vo s a ro d e f i n c d in broad to r ids .s u ch as 
"provi.de opportunity of Lechaical and vo':ati.onal education to .secondary io'v^el 
student:s^' or "Lncvease tiie occupational coii^pe tenco of employed «'*Klults" cliat can- 
n o t b c J c[ u ai 1 1 i f L (.^ d in t e r ;n : ^ o I: p l" o g r e s s o v r oiv t h . The oh j e c t i \'e s o ' ' Lb. e s e 
pro^^rair.-s involve the acquiring of skills or chan^^ing of alticude:,i that are dif- 
f i cu L t to n;e cus u I'n to dote r nvine the P royj, ram ^ s res ul t s , Di f f 1 cu 1 1 as they are , 
1 1 "I e I i ni I: a t i n o l t h c f '* : ? /. in c i 1 1 an d h u ; n ^ : n r e s o u r c c s a va i 1. rio 1 g , t h e n e c e i5 s i t y 
of ].ci:t : u^^ ch(^ i^/i^e of :)ro;:ra:>i:;; and thi^r j:ooj^ rapb i cal /ircr-o v;'iere thoir 
bt:'i.ofi.t:s c<;uld be r'. = " ;•■ *. -d ^ requi.reii t:ho adoption l:or A.V.T.L^. of a I'-tOre 
f o ) i prf;;*r::.'i pi :■!:) i , progr^^'-s 1:1;^ a'"jui:<>i:'!C u and ova 1 ■: ion (:;' cl: ri ujuei- . 
CurriMW:1y, ("hi-:--i^ n-^qu i fe:=; ^ii 1 s need i'nrtliei; in lO;; ra L i on inLo the Tr;-nn;^;v;iron t of 

(e) I i. ! c Pj/insj l'^--: 

Tlie \.V, i.\K. p ! w ^i^"; er)'or':s include the prupar:- 1 Lou of ihe ^v^ur- 
yo/ii: !?l.;ni and thi^ Annual Plan. 

T r 1 e ■ I p p r* o a f .: h to Ja. - p i e p c • r c ; t i . o n .L -s o « nc h o \j s \ ■ i t e r.i i\ t L o . ] •. a c 1 1 J- \' ( ? g r a ni 
Di. jjj e i" o J p i: e 'p a lilr, hru] ^ ^J t ci ud ub iii i i. r, it to 1 1 1 e 1' 1 a an i n g ai • lI J^d u e<i t i. on ^ i .1. 
Deve l')pi:jn t Unit. Tbis Un U; provide?^ awi.de rania: of as:; is can ce to th.r Profprain 
DiroeJ-e.-s, and in rome i n.^ ("an^:v^i-5 , tbi^^; asf;i.8tauee amounts to uhe proparaCiou 
of tb'.' budgi.M:, 

I'o imi^riive the pl::n:>in^^ f i.inv':t j and to better evriluaCe tht'. r .-.'lai f. ts 
ol" a One-year I'lan np,ain.st ol> iect i.ves , Llurre is a need to state ubjectives more 
clearly wbi.ch can be meai^ured within a i.ime period. 
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(d) Avai..labilit:y of McUiagemenl; 
I II r o L'jna^C i on 

Piaaning da cisioui^ sliould ba based on. adequate information. This 
means that the information must be available in a format ready for analysis and 
decision making. A.V.T.K. Ls con tiinious ly experiencing a lack of information 
feedback from the educational regions. The lack of statistical informntLoii on 
the courses being given and on the regional needs Irinders the planning process 
at central Uivel, 

Our study lends us to the conclusion tliat the information available 
for formal planning should be improved in terms of accuracy and timeliness, 

X^iL '^y.. ^Uiifi Jy-j-'J '^Jy^^ 

Tin.'. l-'our-yGar l-'I.;'u is not -.'i.-^vised or cidjusted annually. Sinc.<j tliis 
p rc;.' r;.it'. is i::*c:d as a b;is is ft;r the n L'c-pa ra t Lon of the Anraial Pian, d.i 'j c v-.^panc ies 
':::;y iMtcur (b.:i> to r-h"n';i-^;; fn !>ro;y'*::r» r^'^inhasi.s lu^'c lore fas ted in the [-'our -year 
[""hin. The \:.:v'\ ':.n^\ of t'l-e Fenr-ye.ir an shuu.ld bo inp ] L^^iented on an :*.n!MaL 
ba-;i s . 

U*} i' i..;ri) ; ij " !' i.-i.M/.echiri^:; 

Cu rrcn c.ly ^ th-' I'l inning.; n:\».! Vcu'.p.t I.oiia 1. Development Lhri t is in charge 
I. ! t ij p I. -.ri sill.;; *. • T f'. j r i s . 'i i ? ^ •:; I In i t d I s t r i. Imi i: c to e ach T r< )[\r nm D'l re c t u r i 
guifl;» Vi.} pr^'paiv Annual I" I au . 'flit.' b.ead of tlie unit (lien assists suiiu* 

IM:n;;ram i re'.itoj';; ;ind p t.: j. j tM 1. Ly prepares the for otliers. We be.l I'rjve 

thai. ( hij l^rov^vcii'i l)ifCci"ors 'd^-.ui.l.d hu. :;i.ven some s{;L'''U:ic ;^u ide ]. i iicis nnd oj'if.'n- 
t/U:ii;n ci) th»/ pr>'[^.M";.tt i (.mi I. lie Annnnl j'.loir; b«;v.\'V(.* r , actual prepar/ilion of 
th.» I' hm s'luuld the i.l \.pr ns i.bi ) Ll'/ of the. Pro;M;am Di.rLictor, The ['.Inriuiug 
Unit jdi')uld I Ih'u (-(^ord inai ;ind consolidate these plans and aiake an overa.l.L 
^ evaluation of* r''s.(*ui*ces and [;/-iorili(^s . 
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The preparation of the budget: for Lhc Area of Vocational and Technical 

iMucaCion consists of the. follovnng Lwo e]wi:ient:s: 
, Federal Dudget: 
. Co:nii:)r)nv/oalLh Budget 

The prcpnratioa of the Federal budget for the next fiscal, year usually 
iK'gins in January or Fubvuary of thn current fiscal year. The prociulure i;5 co- 
ordinal^o hy i:Iie riv^nui;:! aad !■ - U:'. :; l: i •"•na! Developjnon t Unit. I'hi.T; L'nl.!: di^-trib- 
ute;3 to the l-vogr'u:) ijireetov.- preliT^iinary daCa based nn tlie IMve-year Plan. The 
br.dget oi: the dil' fo r.-et programs is tlien con.'^ol. i.dated and reviev.-od by tlie 
A:;^'i/:tant Di. reofjor of Ad iuni tr -^tien and iMi-ally lubrutted lo \^a:d'i i I'l;;^ bei*«M;c 
Jtiut^ [10 o\: ihc: eurvoht Ti^-cal year, 

a;:':;^r-:v;i-:/.f.'!"i 1!_^!i.:(;]:t 

■ 1' ; i . : [ ) i;e I) a r n », i un o 1 " t h f s h i u .1 e t r e q u i. i;e s a Id n : v a ( 1 i "in . F o i: 
J Matancj ; l.he l.^ud^v.:!; Tor l.lur fL;w;.il. year .V)/2-'/'Ji \;iH ho :>ithriUttod lo the 
S t: ( ' i 'o. t: a ■» 'v o\' \'] ! t i \ t i. ' ; n ami t h c ^ (') ' ' i" i t : .- j e f M a 1 1 a ;;;e \\\c. n t a ri d P; i : d ; ; t b i - f o o 
:!i.>Vi ii)bei. ! .') , l'J71. Tliu 5:.i.ul;:';e t L'n i I. h:;;;ins its p ro'K'i ra tlun aj'ound Mniih, 1971. 
.1. ii a -"'O J.*' 1 1 . 1. "i •*. t I *.y'f. til '. ■.' '.^ I,' j,'.^ i'a''.ii !^ i r.Act.ora , 

!,VA!.(:AT:i 0?: \)\^ \][i\\i:v:y. 
{'aiv:}:{ji.n;v:s 

(a) l^'.sjH.HV-M'ljil! I.y for 
hiid.vj: I; jaij^^ _ 

The !i(\ad of thi' !Uul:V'-F l'n ; 1: reporCs to the Assistant Di recl.or ol: 

Ad'.u n IS la'at: ion, I'hia Vnil. [) rov/.i.des tec'haical a.ssistance to rhe Pro^;r'ini 

Directors mUo ;n:e re.spen:-; ' bli.: for ( preparati.on of tli'.^ I)i.id[;ets , T'he (InLt i.a 
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also rosT^ Toi- the overall coordination of the final budgel: for i:!ie Area 

of Vocat: .d Technico.l Education. The Unit is assisLcd by Lhc AssistanI: 

Director of AdnrLnis tration . Other top personnel review and make adjustments 
to the final budget. V/c recommend that the responsibility and the roles played 
by the various parties La the preparation of the bnd[;et be more clear;ly stated. 

( b ) n ' :i t_n r rn_i a a Cji o i \ _ oj. N e c d s 

Tu most instances, budget reque.sts GL"igiaal:e from PLUgran directors 
located at tlie central adiii.i nis tration level. Generally, input is not received 
from the Re;-;Lonal General Si'.pcrvi ir^or^p v.'lu^re tb.e progran:s an conducted. Ifi th 
i;];e c;;! tar 1 i ij^^en L of uhc cc ccrin^-? i-osi. Hiun of A::^sistan{: Hi. rector of 
\\:jcat Loaul and t'echiii^^al Kd;!cat i.{: ii at the,: reviional level iviore parr i c t ir)n 
f !.{•;*. I the ("eneral epe rv.i.scw>5 v;ill. be obtt^iini-d. 

r^(^ I'pd '''orr'at 

ihc in!d;;.^i: foi'u^L 1 aclii'.i-:^ r. l-lrx- ii.';!;; p r^t- ..^i l .i t i vjh for v.'.riou.s 
hvd'A-' t:/.vy aci^i-sMt:- ^;:th o ro v/ ).s ion'' for the accuinuJ at i on of eKi^;:^:i^li tnre (.oi.aLi 
hv u.]«..a t-i o'' ot:lu^r p r..\, f.Liii .)r.\> {-rijr, , Tliere is a!l..'-'o i.n I'rj r;iia ti.ofi on \:\\ : ricloal. 
a;i:onn.i: of inc. \)i:ior nwA iiiwrnv.i: vi^iars' T:'e\'oniies and e:-.penii i. Lures , 

V/u i i' c*.',.^ii:ai;d tht.i ' vic J u:ri i:>a o 1; a :-anM in:> tab U- or otlie r ^itatLstical 
i.iidi.vttor .dio".." I n;_^ lUe mi;::ht:i' of ai^pro'. *d bndj^rttinv^ pos i tli (or ^-'icli :;;i!ai.'y 
a:.:5:vji Kit . 

(d) Jut ti K 'virrw !'i oc:^dii_rc:-i 

(:hai^::;'-'S in ft d^-ral i;rauls and pro;-rain re(|n.{ rem.Mitj; brJ.ni,; al-.()uL the 
•M'.t>.d for a ri -./ i :j i.oa i n tlie aivanal. opera L.injj; bud;v-t. Thesi.' ehan[';es are not 
reflected- i.a (lie budt'.et. We rec.Oi!;:r.c-.n<l to ^■;et up a (Systematic review i.) rot.-es.^^i 
throiigii which uach rej.jerve cuid e:<pend [ ture item in the ])ud;io'- i-^ anal.y:'^'d and 
adjusted to a i • • ■ n o v-; . 1. i\ y. I ; ;o i ? ) o•r^ e ci i a n ; : i .s . 
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RKCOMMr\i}I-:i) [MFROVI-MKNTS 

planning and but];:;oLi.ng ,f nncf.ions are closely rclaf.Lui acLiv.i. L lct-: . 
The A.V.'l.K. should develop na .int:egral:cd planning and budgcLing syscem based 
upon clearly staled goals and objectives; that should provide Lhe following: 

. Identili caLion o f vocational educat ion needs 

. A iiiulti-vKir f:i.nancial plan 

, Developnient of. a fjrograi'i L ructurc to ,satis;fy 
Liie planned n.eed.s , 

. Di.ivelopiiicnL of a hierarehy of programs 

. Do ve lopinent o I: nioasurabJ a ac l\iv i t: ies wi thin 
u-ach program. 

. A 1 1 oca [■ i on o f :\ 11 th e re s o u r ce s a va i. lab 1 c L o Lhe 
A . V. T . . (pe onnel . [i nrinci aJ. , faci 1 it i.e^^ , o tc . ) • 

. Cu-i} rd i luition o f Lhe i iiioy rat ion be tween d i Tie ren t 
p --{.'f' r.r:>-; ;-r>d o!:;ier ^.ro vc ^n:neii t: nrrcneie:-: carrvin'i; 
("»Mf: u:;i.iar pi;o:>ran^:^ . 

The ue\ i ..lo'iiUfMi t Oil a sysi:ei;i with Lhesa cri tt- i:la will .i.i:prove the eui.- 

i;enL [H.a:*nin;-^ p i:t:>r>-^ Jn r,^>^ , l"a 1 i (-^u: Ln^": thti d'?^''Lsion i;!ak iiu{ pvoe.:»f*s for thii 

al'l oeat i ill A;^-:ou.*ce:; . 'I'ho ijy/M.eni will: 

I . ( ) r ; ; / ^ I li e A . V . ' I . i . ry, c:. i; n t i. o 1 1 s in L e r o 1: oh j e. : «: i v e s 

:^ . 1 !:i:-:t:p i:he cost oi tliese activities v;ithiu Lii":;^ j^criod:-; 

{. Ralar.e a.<"' I L v i ti as aad L'neir r^orM:s t(j the i:'U'L:pnts 

S[Tr:c.i Tic clj ivaclio ris {; i cs oT Liic inl; eji,/.*:iLed piajininy; :\\id hiulgeting 
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VII - SYSTEMS AND PROCMDURES 

OiiL' v.i.cw of tlie oTrgani^aLion s Lructurc sliows car Lain sys terns aiul 
procednroij f-hat could be improvcrl Lo incroase the admin iBLraLivc olficicricy of 
the A.ViT.E. This .section ol: Lhe report is devoted to recommciKlations for 
systems and procedures improvement , 

The A.Y.TM-3. s tati..s tical requ:i rcments are heav>' and varied. Tv;o 
internal units l.n tlie. A.V.T.E. I'equest s tatis ticnl i n format: ion . The Planning 
a: ) d I! d 1 1 c :\ 'c i a n n 1. fi.. ' vo. I o p ine n C 1 1 1 1: re c o. i ve s d ai: a f r o ni S eh 1 Sup o r i n l : ^ n do n (: 
and l-;ef^i::)aaJ. Di roctouji . This data is dnpb'.eatod to a larr^e oxtent in tfie 
rep'-rtj3 :-.;:nt to c]\<i Re.\.earch anrl v^.urriculum Deve.lop!nont Unit (R.v^.. Unit) by tho. 
Pro:aj."-iia J)i recto ivj, '\.h±i\ is baaica.i..ly the .ini'^e information rev/erked in difforerit 
Co vrrA . 

''.'he ]■' i:Uin i -a.-r, ^Mid 'ifiucJiiioiial ]?e va loprnent Unit u^os^ the in I; or mat ion re- 
ceivc-d i"«)r; the pr ;parat i.on of- (.!ie I'our- yi.-ar Plan and the progror's reports. The 
Ras«.?;vrc'a i\r,'.\ liu r r i. r.u I \ir,> t^^MAi li '[)!-ierit Unit lises tl^e i a lorinat ion to {hiirill tiie 
]:e p o u t i . ri ;: c c | u i i*c : :r: n i\ L o f: t h r* If . S . De. p a v [■ ui t of \\d i.i c a t L o n . V r o v^, r a i :i i ) i r:c. c I: o vi\ 
iridi.eated that tho ^idpu'.iiintrat.i va burden ot' the n:trious is dupLicated by .s u.l) mi to- 
ting the saii'e datri on di. rferera. ttrnny:; . Soi-.^c Prngrain Directors i.nU..Lcated that 
tlie n tal i ••.Licai int'oi mat ion p rodueiHl by t:ho R. C. .Unit is- not rea.dily i.i:-:?ahle 
by the ]'ii},':ram !).: rr:ci:o . 

The pro!) lias hi.-'.en .■ii^r.^^^'i^--'"'''! lately hy new U.S. re;r;,ional roj^ort lui/, 
ro(|u.i.raniouts . The A.V.T.U. I^e 1 i.?i\j.',s now to the Ua.stern District: lluj',iouwith 
d i f i'c yew I V*. t a t i/] t i ca 1 re ciu. i. I'aii-.e at.'-: . 

We recoii)nieMd that a i.im/lch-/ of tiu'. overall statistical atvd reporting:', 
reqi.ii. reiii.MitJ be carri>'d out. A t)a;-;ic a I.I - i lu^.lus ive input form .should be 



V T. i - 2 



ERIC 



prepared and Lhis i nfornintioa processed lihrougli a conipuLcr Lo goneraLe all tiie 
different i:oparLs required xaLorually by the A.V.T.E. and the U.S. DcpartmoiiL of 
Education. 

PURCHASES 

jC a_) ^jiLV^di ngs^ 

Current purduiscs procedurt^j^ do not satisfy the A.V.T.C, needs. Tlie 

A.V.T.E. vjorks in. a dynamic ciiivironiuent v/here the .Lead time between the request 

for Liralni.ng needs for a new factopy and setting up of a training course could 

bo. les.s i.ii'in four months. Witiiin that tin^e the A.V.T.F^. has to prepare a pro- 

p OS n 1 , d a v-.i i o p i I : o »: n r i cu 1. u;n , a p ]jo i. a li e t c- o cii e rs , on t a i n c o u r ^ e \t.:\ t e r 1 1 1 s ^ 

c l.a:.;s roo.i'i and enirLp';.enl'- facili. ties. Current purchases jjrocedures Lake too i:v.i;:ii 

.time britv;.:en the rcquLs.i tion oud reception of tlvi p-urchiise. 

Tin?- puirciia-ving furiction of the A.V.T.E. lias been taken over by the 

Dr:|:iartireri t of l'"ih.icatlo]i - che Purchase De nar tment , re?j;iins ensen t i ;vl.iy a 

ci.u'it: raJ.i :v:-.d ordoi. p i'oo.i:;^ Lng activity. I/unctions such as vend ' le.ction, 

price rn;:;;;ar 1 :;oii:; :iiid ac i'.:- o Jance of quotations are coat ral i;::ed . 

On;- rovLcv; ir..dicat:jd tha l:"o flow inj'; [)rob;ien areas: 

, ]),j|.iy:.: in the rotiepti-on of: rchondise . 

. The cr n (: ra l.iy.at i v)f the Purchase Department di.d 
not ri Jieve thc^ A.V.T.E. of all purchasing proce- 
duri.'S . {[cv/avorj, aJ.i pi.irch.'v; i.n:^ porscmnel v;as 
Lr/aiis :,V'rred to tiie. cenLra.l level Ihirchase 
riLM^arLiiiont , A:o a resu.ltj A.V.T.E. had to hire aih- 
di tii'Oal j^i.M:s(jnr:ol to carry out ceiT.aln purchaf. i ii)^ 
f uin.:i: i tuis . fa l:l\a r.ase of 1 ndus t ria I Arts , tlie 
Ero^!.)-.i:ii Ilir'ictor has h i rcul a purcha-;o clerk to 
[) I'ocr--^: p in. cli .'ISO'-; . TI'C A . V . T . E . hi as prob le:iis in 
wliat riopa rant ly i s cin . iuadeciuate fol lov;-up on 
[1 u i; r h a: : o o rd<.: rs' o u t s f ru~> d i n i\ f o r an o x t o u do d p e r i. od . 
Da r ,1 a-', the c o «.i i "s e o our s 1. u d y w c d i d not re v i e w 
the operat j ons ol' th.e cem.tral level Purchase 
Doj.art n^cait , novL* rtheless , v/o v/ere made aware of 
^;y:; {a':ua(:ic: efforts to review lists of outstandins', 
'purchase orders for tL»e purpose of cancelling those 
'•'h Ich n re inacl i vo , 
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. D o 1 y s in L h o p ay lac nts o f i a vo i co s . T.h q re as on f o v 
this dalay lies apparcMitily in the pracCi^" fo I 1 f>'/«Ml 
by thd central, level Purchase: Depart. <>l . mj^ 

an invoice until all the supporting docuincjnts are 
gathered. Ilia problem here appears- to be the delay 
in getting together all these docuiiientvi that have 
to be p j:oce ss ed t:l i r ougli a la r ge n iiinb e r o 1- comniiin 1 ca- 
tion channels . 

. Purcho'jes of equipment require too nv.niy approvals. 
The practice of requesting signature after signature 
of officers in consecutively higher levals does not 
necessarily stro^n.^then th.e internal controls of tlie 
s y s c G J a , Fo r i. n s t a n c: e ^ f r o i n a p r c i c t i. c a, 1 s t a n d p o i n t , 
a P xo g V air. i) i r o c t c.^ r a p p r o \* cj s a p u r cl ; as e o r d e r i f: t h e 
docir.-ien.t has beon sij^ru^d by Lhe School Director and 
tl I e 1") i. s t r i c L S u j > e r i n. t ti n d e n t . 

. Iv/.- g i on a 1 supervisors are not bein^^ ini'oLn-.ed of 
(Ir. ] i V'-: ry i} at: es ; ijia re is a la ck n c i n f o rrna t ion on 
t: ! s 1: a f: i:s of 'c\\>,' p u r ch as e order. 

. Tile 1:m:t:;: \ ncr-j in T;:i.:'':ev of pi'0;;r:i:;\^ and x'oluine 

0 f opo rat Lons iia? resulted in a correspoiuling 

1 1 ^ c V ^ ; • : • a t T I the vo I.m^a ' n i. : i ( 1 1 a s < ; s . ih n- 1. • h a e s i i a v e 
bc•c^*i.*a a ifiaj or task v;ithin !'b;^ !^a<-^ioi\al Gt^ncral 
Su[)ei:visut; 's fiui.:t Lou. 

(b) i;.iCo"---..twlat ions 

^ ' u i * ■( : : ■ F : !: p m r c h as pre; c o. t] u i * e : : r e. d u * : e ( : h e c. F f d"! c t: i \ ' r. ; i o s s l") f {: 1 1 < :i c h i c a 
i:i(M^al, task h/\ve a da,voral is: J iV; <'ffect upon Lhe per:-;C'nne] in chaL-^a of run- 

n.iu^^ Lhe pro.^ranis. Tha proecdul:e^^ should he reviewed to spaed up the j:surehas Lrig 
da I L ..-ry cyale. 

'lO snai^d up Che current system it will be necessary to: 

1 . Mud u c the a i ■ ih e r o J: i\p[)]: o v a 1 s 

2. i")(M:i.M-Ltra] i :'e !hu purchases 

V.'u i(:('Oi".riKMid to f'l.x.luce t'ae approvals required for tl'ie l ch .is order's 
and to t.lc-in this procavss wLtii (:h'-' hnti^jet cycle. That i , the annual bud.L-et 
should allocate an amouiit for capita.l expenditures for each regioi). The ap- 
prc>val.s for tluv;e budj'.eted capil:aJ. o :-q)ench' tares should be ^',ranted a(: tlie 
rai'i oiial level. 
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Tho clcconL ra.lizai:ioii o I: purchases will uhen be eCfecLive in Lv;o v;ays : 

, PurcluisG o:.>prova.l l)y Regional DirocLor 

» PiiV' -h aso.s ::;:'.u1g .locally 
The deccnl:ra.I.i.^aL 'on of purchases has several advanLages and will 
GliiiiiaaLO several pr-olems and delays: 

1. Delxvor:i f.vcm] central level would bo reduced to a mininuim. 

2- I'epai.rs and niai nl'.euanco of equiprnent could be made locally, 

3- Payjr.e. to thi.-: ^suppliers could be speeded up. 

^\ . Til e re \-: o 1 1 1 d b e a ■ re d i i:c c t con t r (.'> 1 o ve r the e cuii pine n t p n r ch as o s , 

3 . VI ri }"! n ' . ...r. A o i ? - : ' a t : i o 1 1 .s c 1 1 1 e p r o ^: r .t^s r; i \ I d b e I : -jp roved :s i n c e 
t!:. ' * ; :^::r ."il S''p::rv~ <. ':^!r!d .i :*;:) l''* lief. ■:er {:oi)i:rel the delv/orv of tlie 
eq = ";.rnt i'wd nviL'.^' LaL tVMp^i'/tHi for hi:; C";:7:ses, 

• Mirchases fo. the .\. V.T.I!, iro ai: :erous and varioi.li this volume of 
act : L i.c:^ hn:; cri'.^i. --d u: 'seated b'. fore, a biirdcn for th ;i Cencral Svipc: rvi r: orv 
Th:^ .'tM:ePt ra ! izai i . n c^v yste:n, U"o re , can hi'' i rrplc!r;^n':ed onl.y if ou7* 

pi*: " '^^.^d t.'r;:;aa i ii. ; ' -I i-'^r-i;:.. i.W:-. rollo'.-;ed. V'c iM'i' re(:oi;i:"t: nd i ii^^ the 

1" e i I' a n i • i .1 u ..i o C L h ^ ■ r e ' o ii : n\'.\' i « ' ' i t h t hi e a d d L I:, ion o f a' i i\ s s L t an t l\ c ;^ i. f ^ n a 1 
Oi. Lc^ • ■ ^ Adni a " - i. r Lon . 

ibis Ro:;;i. r:,;;.l 1) t :or ••;i]l be a-'-'i.sted by a purciiar^:: clerk that 
v;i.).l trf'c •>\'. r th^^ p I ! "ch a'> i ; T' wict i 0L)^^ » 

Our s 1 1 K b/ did p, o t: • ; ^ ' a : > i z " 1 ; 1. ; ; * i , i ; ' •■n.i ve r , th n* 1 n o u i - r it v.i. l: v; , 

v.. ! 'I ri.:d ■ aou;;: • id^^ace ■ • ^ ^en:::inciid l\ rechiction and s imp 1 L f icat i.on ol: 
.•■■■jiiie i o rn:*/. . d rcipcMi . I'iac : >;;iMm' I;:' to develop -'.nd dcrjij'.n their iy^:\\ i'nrz 
TluiM J v/h'l.>* iolviai/ ; , ;vi o;;m;;; .„ ;=^d^ ; . \ cation o {' data could be ^i.eierated 

'I the othr.r '.Mid. 
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The iiKlivxduc^l progrcim design of new Cuirms and reporLs generaLas a 
timi: consuming process of gnLhcring daLa oiiiong tliose Lcachery and General 
Supervisors lnvolv(.ul. IL is imporLant:, Llierefore, to coneentiraLe Lite dcjiign 
activity under the i5uper\M..'> Lon of a SysLems and Procedures UniL. 

v\-e arc rccomending in Llie organ i?',at ion structure, tlie creation of a 
Sys Lctiny and Procodnres Unitj responsible for the approval and de.'iign of all 
foims required by tlie A . V . T . K . Que of tlic first tasks of: this Unit should be 
to Make an in.ventory and .'^tudy on the used and freqiiency of eacli form and report. 
The L^tudy should attempt to minimise the number oL' forms and to combine some of: 
thc": to reduce tlu.ol i cati on of '.it forts. Tln.s Unit v/ill then act as an over.^ecr 
fo r: ' h 0 A A* /C . I! . ' i i:h re / 1 1" d .'f^ t o f o r.o n t r o 1 . *[ ii e. y w ill c or;i :.-» i a '3 th e o \' j r a 1 1 
in :for:;:;»Li on revi=i t'ciuent of tiio A.V.T.K. *vi!:li the :iudividual needs of the 
Pvogr/in;s Director. 

' 1. 1 1 ». p C'."; j ■ J t ' a t ion o f p vcr^i-r. a Is is c i ; mb e r s o r\ e t a ^ k t: 1 1 a t re .'.} i- i r e s n r 
only qui*:;-:. actir»n hnl: alxc- d^'taii. atLon'ion to lcf;^il clauses. 

CurrtMitly, llie pi;c:posaLs are biMn;-^ i^renared wit!^ different di'fa'ees o?. 
invf: l.Vi i-jt by p!:o;;ua:u Di r^iir tarL; ^ the !.M.;iutiing ;:'nd l-lducat J.onal l>e v.:^ lop^ncnt Unit 
ai 1 1 1 t h : D i t'c ' I : t. o r c* 1" A d. m i n i 1 1 - a I : i. o 1 1 . 

To sir.'p ia I'y tb»e. proci^jMre orid to reduce tlie number of exu^cutives 
i. n VG \.\\\ d '* 1 1 i t' s [) ri • n :.i r a 1 1 (.") a a n d re vis i t )n , v.' re c o n 'I'u • i d t ! a'', n i 'e p a r at j. on o 1:' mo d e 1 
P r o I M :j j ; a 1 .• . r: i > d c b e ! v I i s t s . 

•.•v o. a r e : ^ ; a r. a t h tM t. t h : i. a are e o n t: i 1 1 no u s ch ; i n g c s in s \) a ( : i I: i c: a t .i. c and 
requi r*» jr.oiit.'j . l^li'* ■ rthele-'.s , tiu^r-: are la'ri.i/'Ji basic clauses of a repetit ive 
nature to accrue la!)or savin.^^^; i'.rMiefits :md to increase the adberencc to legal 
requLrer.' :at.s hy si andardixin^^ thi'-: proco(hM;e. . 
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rKRSOMNi'lL 

ProcGclurcs currenuJ.y ia use J;or procesf?xug of personnel rclatied 

ma[:l:erJ3 do not. adcuiuaLely rvilfill the reqni.remcnts oC the Vocational and 
Te cha i ca.L Ed u c a t .1 on A re a , 

Ai^POLNTMRNTS 

(a) l-'iiid'i r^gj^J 

Our reviiv./ indicates that the perrTionnel appointments procedure is 
tinie-roiisiimi ng . Ni.;irL'rous approvals , rocoimonda tions and eudorsoinents have to 
be addled to a cuuiidat-? (loci'.nv:^ntation a:: it is routed throu^^h the "proper 
adiitiuit^itraLi c^: an lie Is . " iIoLii r u U - t i ;;e and pai:t -en i;ie teachec appointiviuu ts 
a p p e a r L o f u 1 1 1 w i: h e ^ a ri e p ; o c 'h i r e . 

Lr a c .'iTd:i d.'ii:i;; i s proposed for i^'ore th-iu one parf:-ti.me toachif^^^ posi- 
tion, the appoin!.:!;:;at p:;occd-vo repeated many times as the number of pnrt- 
tin* ot;':'tAous appi"'^v.:d. A i:^\]r\):^r con t f;-'.: i: ed lliree part-tiriK"! coiiroc:^ 

generates three di r r?.M;e at a[>po i :)( :Meni j^ , 

It was fr.vinently iiidieaCed to u.": dnrin^^ ear review tliet appo ! n tfiient 
prof:.:Ha i:-;, [ ri v ] l5; ! u 1 1 y l:nuk \M' t'o two niontiis. This d-^i/iy cause;-; i [;n i. C !.e;.iat 
dirf ienll (^^8 In (he r^\an i r:a t i nu j.^ f cGMr;-e:^: tiia: dcipo^i:] on coatnxd:.' vi th other 
(j;ovi.- ^-iv.uM'i t a^-eni;i-^^ (such as ':he :;e-[M:;\v.: r i){-/elo}-:i!ent and TrainLn'^ - N.I)/i\A» - 
eour::'-vi 'en t reo. f" -.'m 'v M'h t'^f* HtMui r i-];ir.n |- {•!■ l.al^nr) , 

Due Co rhc Joiig lead tirnc re'iuii'-'d i;or :Uu,T.A. teaeher ;u>p(; i n i:inent« , 
the teru-hers are reeinited LoUi; he.S'ore the ceursef^^ epenini^ dnt^.'. If eourses 
are, I;ni- any reaseu , r!aeeell.:d shortly biM"or.^ {• s r 1 1 n;^ , the teavhrr's cuntraeL 
v/ith M.l)/i;.A, has to he cancelled. 'i'[\is results in wAihw, hardship to tiie 
teaclu.n: cuid lot)L elTtrrt L'or all personnel involved in the appoiaiineat process. 
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It v/as aLso deLermined LhaL Lhere :lg rcirely any feedback of inroiiiia- 
Cion to the unit orig.i uiit ing the appointment of the teaciicr, 

( b ) Re con-me nci a t i on s 



To siiiiplify the appointment process, to reduce its cycle time, and to 
improve the fcndback of information \:c recommend the following schedule of 
approvals : 



NO>n'l;;ACilING PEKSOMNIlL 



Pos I. tion 

Coo i aator 
Ce.r.o ral Supervisor 
S ch o o 1 D i r o c t o r 
Assist:A!it Rog. Dir. 
i- irorn^^im D.i r^cJ:or 
r"* L'0'-";rcim Staff 



Ap p ro vi n g I.e. ve Is 



District 
Snperin- 
tendon t 



X 



Reg. 
0 i T . 



Pro- 
grriin 
Dir. 



X 



X 



Dir. oL- 

Ins tr nc" 
t ic^_ 

X 
X 

X 
X 
X 



MSG I 



bee. 



See* of 
[•due ac- 
tion 



X 
X 



Pos i 1:1 Oil 

Appoi n to (i 



Tl-lACillNC PERSONNEL 
(w i. I:: 1 :i. u Vo c a !: i on :i 1 j) n d Te ch n ,i. c a 1 _Ed u t ionji 

.'\pp roving Le Is^ 

Dtstri ct 

S u.p e r in™ ]lo >:,i ona 1 P ro j:', ram Di i*e c to r o f 

r.ctidiunt n I i.v.cto r Director Te:? t rue t t on 



R'j;'ular Teach or 
P a i; t.'- 1 Line To ;i ch. e r 



A;;st. Sec 
A. V/r.E. 



X 
X 



X 



p/^i;;£)EL 

(a) PLndiiv^V^ 

Part-time te.'u:iicr« are not included in the reg\iL:ir payroJ.l sy:;tcm, 
'\:\u:y prepare time L^heets v.liich are j.'outod through the normal administrative 
cliannels to the central level Finnnce Office. 
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The number of signatures required on time sheets varies depending on 
the program and type of course, but usually the following signature blocks are 
provided: 

. Elmployee rendering the service 

. School Director 

. District Superintendent 

.Regional General Supervisor 

. Program Director 
The central level Finance Office has indicated to us that the only 
signatui"es required for fiscal purposes are those of the employee rendering the 
service and of the supervisor certifying that the services were rendered. 

These unnecessary control steps delay the processing of time reports 
by requiring routing through more offices and restricting rapid feedback for 
correction of errors . 

(b) Recommendations 

We recommend the revision of the system of payments to part-time 
teachers incorporating the elimination of all approvals not required for fiscal 
control and the streamlining of the feedback of information to allow prompt 
correction of errors and minimize delay in processing, 

POLICY AND PROCEDURES MANUAL 

A procedure set forth in detail, step by step, is the best guide to 
operating personnel in the accomplishment of their tasks. The administrative 
procedures of the A.V.T.E. would benefit from an overall Policy and Procedures 
Manual . 
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During the course of our review, we found that certain Program 
Directors had prepared their own Policy and Procedures Manual. Programs such as 
Distribution and Marketing, Neighborhood Youth Corps, Industries and Arts, 
Manpower Development and Training Act, etc., had different types of manuals. 
These manuals differed in their format, subjects covered and the detail of the 
procedures described. 

The Policy and Procedures Manual is a necessary tool to train new 
employees to standardize procedures, to speed up administrative practices, to 
minimize administrative supervision and guidance and to facilitate the delega- 
tion of authority. 

The preparation of the Policy and Procedures Manual is the responsi- 
bility of the Systems and Procedures Unit. This Unit should set up the basic 
guidelines and write up the procedures with the information received from each 
administrative unit and Program Director. 

COMMUNICATIONS 

One of the problems faced by personnel, especially at the regional 
level, lies in the communications area. In most cases the A.V.T.E. follows the 
practice of sending correspondence through all the levels of supervision until 
it reaches the intended recipient. 

This practice, coupled with the large volume of mail being processed 
daily, creates "bottlenecks*' in certain areas, lost mail and delays. 

We recommend to change this practice and have the mail sent directly 
to the intended receiver, the employee that has to be informed or whose action 
is required. This practice will not preclude the mailing of information copies 
to the different management levels. 

EKLC 
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The Systems and Procer.uiv Unit should conduct a study on the current 
mail distribution system. ' -.r' vdy should cover the following areas: 

1. More intansivG use of addressograph plates and mailing distribution 
procedures for circular notes, 

2. Study of the number of information copies required for routine and 
nonroutine matters. 

3. Possibility of date-stamping the correspondence, 
PREREGISTRATIQN 

Under the current personnel resources certain General Supervisors have 
to cover a large number of schools and teachers. They cannot devote their full 
attention to each course. This problem, combined with the different degree of 
attention and support given by school principals and teachers to the vocational 
education programs, result in low attendance and lack of interest in certain 
courses • 

To increase the attendance to these courses and to insure a better 
course information coverage to potential students, we recommend to set up a 
preregis tration program for vocational courses, 

Preregis tration procedures should begin approximately two months 
before the courses starting date. The following are some of the basic 
activities that a well-developed preregistration system should have: 

1. Design and printing of bulletin notes and posters to be prepared 
in coordination with the Public Relations Unit. 

2. Distribution of bulletin notes and posters to all schools to have 
them affixed to bulletin boards. This should be done two months before begin-* 
ning date, 

3 . Presentation of course outline and dis tribution of course 
literature and application forms. Approximately one month before beginning 
date. 

4. Mailing of package information to registered students. Approx* 
imately 15 days before beginning date indicating: classroom, course hours, 
etc, 

EKLC 
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INFORMATION SYSTEM 

The need for more sophisticated management information system is being 
given a great deal of attention in government agencies. Some of the elements of 
program budgeting or, as it is now more commonly referred to. Program Planning 
and Budgeting System are being implemented by the A.V.T.E.; among those we may 
list planning and budgeting. Other elements such as information and reporting 
systems, prograra control and evaluation should be reorganized to achieve better 
management control. 

The A.V.T.E. faces a unique challenge within the educational system, 
of v/orking in a dynamic and changing environment. New skills are continuously 
required as a result of technological developments and new industries arriving 
to Puerto Rico. 

To satisfy those needs, the A.V.T.E. has been structured in ten 
Operational Program Units. The special problem facing the A.V.T.E. lies in the 
different activities carried out and type of vocational students being trained. 
An effective information and reporting system required that each Operational 
Program be planned, programmed, budgeted and controlled as a separate entity. 
For each program and for each activity within the program, a Program Director 
should have full authority and responsibility for planning and controlling the 
operations, and in addition, he can be held accountable for the effective and 
efficient achievement of the program targets. The A.V.T.E. should design an 
improved information system to measure performance and to provide input to the 
planning procedures. 

Effective utilization of an integrated planning and budgeting system 
depends, to some extent, upon 'the availability of information for purposes of 
decision making. We believe that to properly evaluate and analyze its prograra 
needs, the A.V.T.E. would need iiiformation within the following six major 
categories : 
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. Student statistics 

. Program information 

. P e r s on n e 1 as s i gnme n t s 

. Facilities usage 

. Fiscal data 

. Regional profile data 

A centralized planning and budgeting staff should be established by 

the A.V.T.E. The centrali^sed staff would have responsibilities for: 

. Providing the staff work necessary for the formula- 
tion of an annual operating budget. 

. Assisting in tlie design of tlie integrated planning 
and budgeting system described above. 

. Providing staff service in use of the new system, 
i.e., implementing the process, collecting informa- 
tion, summarizing and analyzing data, and recom- 
mending approaches . 

. Establishing a time sequence for the process and 
assuring that it is followed. 

. Planning and conducting in-service training in the 
use of the integrated planning and budgeting system. 

CONTROL OF OPERATIONS 

Currently, the control of the operations at the Program Director level 
is exercised through the Weekly Activity Report, Program Evaluation Reports and 
Semester Reports. 

Weekly Activity Reports are basically narrative descriptions of visits 
made by Program Staff to the field, opening of new courses and other items 
oriented towards a public relations or press release type of information. 

Staff meetings are effective when used in conjunction with an estab- 
lished progress reporting system. Periodic progress reports would point out 
specific situations in need of management action to be taken up in discussion 
at the meeting. The meeting would serve to develop an action plan to correct 
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the situation and the reporting -system would then furnish the feedback or the 
implement at ion of that action pi .a. 

Program Evaluation Reports and Semester Reports are more management- 
oriented than the Activity Reports; however, due to the low frequency of their 
preparation, the lack of standardization and the absence of measurement against 
specific milestones in a preestablished plan, their value as a management tool 
is significantly decreased. 

An effective information system provides the tools for programs control 
and evaluation. Program Directors should be able to analyze and evaluate actual 
operations to determine whether or not operational plans were achieved in rela- 
tion to overall objectives. 

Each Program Director should review the results of the activities with 
his Regional General Supervisor. .This monthly review will be directed to 
analyze the result of the operations against budget instead of the current 
monthly meeting v;here all the General Supervisors get together. 

The information system requires an effective program budgeting system. 
We have discussed planning and budgeting in another section of this report. 
However, we should indicate here that one of the major problems facing the 
A.V.T.E. is the lack of information from the educational regions. Without 
statistical data on enrollment, drop-out rates, absenteeism and educational 
needs it is very difficult to prepare a budget or to produce monthly reports 
of operations. Our review indicates that some of the major problems facing 
the A.V.T.E. to obtain information are the following: 

1. Teachers do not send the information required due to a combination 
of reasons, among them: low motivation, lack of interest on the part of the 
School Principal, etc. 

2. Tlie channels of communication used create delays in the informa- 
tion sent to the control level. The correspondence goes through the School 
Principal, District Superintendent and Regional Director before reaching 

^the Program Supervisor. 
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3. The Regional General Supervisor has a combination of problems that 
add directly or indirectly to the lack of information. 

. Span of control too wide. Certain supervisors have 
to cover a larger number of schools. 

. Supervisors have too many administrative tasks 
that cut down their direct supervision time. 

. School principals with few exceptions do not assist 
General Supervisors in requesting vocational educa- 
tion teachers to meet deadlines. 



. General Supervisors report to the Regional Director 
whereas they have a direct working relationship with 
the Program Director at the central level. Program 
Directors need the cooperation of the Regional 
Director to enforce information requirements. 

The problems outlined are the result of other underlying problems, 

of a wider scope forcing the A.V.T.E. We have included in different parts of 

this report our reconiniendations that relate directly to those problems. Among 

those recommendations we have covered the following areas: 



. Low motivation. This is partially a result of low 
salaries for teachers. We recommend higher salary 
scale . 



Delays in information, We recommend simplification 
in the channels of communications. 

Span of control too wide. We recommend increased 
Regional Supervisors for certain programs. 

Excessive load of administrative tasks. We have 
recommended the position of Assistant Regional 
Director of Administration to assume these 
responsibilities . 

Reporting relationships. We have recommended the 
position of Assistant Regional Director of 
Vocational Education to concentrate regional 
operational responsibility under one executive. 



VIII - PERSONNEL EVALUATION AND POLICIES 



OVERVIBi 

-eirsonneZ. policies considered directly related to the success in 
attracting, retaining and motivating qualified professionals are: salary, 
selecticn process, prcinotion, professional leave, recruitment, training, and 
evaluation. In the. following paragraphs we will discuss each one of these areas 
in A.V.T.E.j its present status and appropriate recommendations. 

A note should be added before the reader moves further into this 
section. The Report of the President's Panel of Consultants on Vocational 
Education clearly indicated the increasing need to develop professionals: 
"Special attention should be given to the developmo.nt of highly qualified pro- 
fessional persoiinel in the many facets of vocational education. The task is 
large and will require measures considerably beyond the facilities nov; provided. 
Professional staffs at universities that provide leadership training will have 
to be enlarged. Recruitment of candidates for leadership training will have to 
be expanded and incentives provided in the form of fellowships or other stipends 
to make it possible for acceptable candidates to undertake the training needed.'' 
(7, p. 162) 

SALARY 

This section is discussed in detail in Chapter IX Salary Structure. 

The sliudy indicated a need for the development of a new salary s^cale 
that, '\3-oiuM.^ placei A.V.T.E. in an equal, or be3:ter, bargaining position with. 
prospiectraTB quaiEiCied employees. The new salary grade structure would also 
tend Cto d-PTTe as e the turnover of personnel to other competitive institutions. 



VIII- 



Our review indicated that executive personnel are underpaid at 
A,V.T,E. Under these circumstances it becomes difficult to attract and retain 
qualified personnel. Underpaid employees will develop, an attitude of doing 
the minimum required amount of work necessary to remain in their positions. 
Educational research indicates that nonmotivated employees would be operating 
at above 30% of their capacity, while motivated personnel can operate at 
about 80% of capacity, A fair level of compensation in itself does not 
ensure full motivation by the employee, but it is one step in the right 
direction towards attaining an effective and inspired V7ork force. Some of the 
other factors that complement a proper salary level are discussed in this 
chapter, 

SELECTION PROCESS 

The necessity to fill a teaching position is generally felt first by 
the principal of a school and/or the supervisor of a program. Tlie Education 
Law of the Commonwealth of Puerto Rico clearly specifies that the representative 
of the Secretary of Education at the local level is the Superintendent of a 
school district. For this reason the principal of a school and/or the 
supervisor of a program take their needs and recommendations for a vacant 
position to the Superintendent of the district where the vacancy exists. The 
Superintendent consults with those individuals related to the position xs^hich is 
vacant and sends his final recommendation to the Director of the Region. The 
Director of the Region evaluates the recommendation passed to him and if there 
is an agreement sends a letter to the Program Director with his comments and 
recommendations . 

The Program Director sends it to the A.V.T.E. Administrative 
Assistant who routes it to the Assistant Secretary for A.V.T.E. for approval 
and signature. The Assistant Secretary' sends it to the Undersecretary of the 
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Department of Education and from there to the Secretary of Education for final 

approval. If approved, it goes Lo the Personnel Office of the Department of 

Education where the documents arc filed. \'^\en all the papers are in order at 

the Personnel Office, a telegram is composed informing the incumbent of his 
appointment and the telegram is taken back to the Secretary of Education for 
his signature and then it is sent to the incumbent. 

\flien the documents are sent to the Personnel Office, a check is made 
to insure the completeness of the requirements for the position and all the 
necessary legal papers. The time span from the origination of the request 
for a position until the incumbent is notified can vary from two to eight 
weeks , some times longer , 

In the Systems and Procedures Section of this report an account of 
the recommendations for the Selection Process at all levels of the A.V.T.E. 
is explained. 

In general, it can be appreciated in the Selection Process, an 
over--abundance of check-points at different levels of the organization. The 
number of required channels, before a decision in the selection of an employee 
is made is too long. The Secretary of Education himself does not need to 
approve every appointment in the A.V.T.E. He can delegate this authority to 
the person in charge of the A.V.T.E. The immediate benefit to be derived 
from this change is the speed-up of the selection process and improved com- 
munications between administrative offices and the programs. 

PROMOTIONS 

A review of the data showed that most of the positions at t:he 
central office level required experience in the education field. Most 
administrators have been promoted from .vdi thin and certainly, there is nothing 
wrong with promoting within. However, when use of this concept becomes an 
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overriding criterion to the exclusion of appropriate experience, then the 
practice may not be considered desirable. A.V.T.E. generally does not hire 
administrators for nonins tructional position unless the individuals have had 
teaching experience • Continuation of this policy would preclude the potential 
employment of many talented people. 

It is recommended that the requirements for educational work 
experience in a vocational area be discontinued for administrative positions 
not directly related to the teaching or immediate supervision of the programs. 
This policy would permit qualified personnel without the required teaching 
experience to be employed by A.V.T.E. It also serves the purpose of allowing 
for "outsiders^' to come to a responsible position if the need arises. 

PROFESSIONAL LEAVE 
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The A.V.T.E. has written policies describing the necessary conditions 
and requirements to qualify for proffesional leave. 

T\\e written policies are divided into five major categories: 

. Professional leave without salar^^ 

. Professional Iccive to study with salary 

. Military service leave 

. Maternity leave 

. Political leave 

The present written professional leave policies of the A.V.T.E. give 
a clear picture of the benefits provided to the employees in this area and 
offer opportunities for furthering the individual's personal development. The op- 
portunity for further education is a successful strategy in attracting and 
retaining qualified personnel. Emphasis should continue to be placed on re- 
warding outstanding teachers with the opportunity of increasing their own 
education. The benefits acquired are not only received by the individual 
teacher, but they are communicated to the students in the classroom.. 



We recommend that continued attention be given to "profes.sional leave 
to study with salary; " the possibility of increasing the number of this type 
of leaves should be considered. This will necessitate additional funds with 
benefits to be derived by furnishing the students with well prepared teachers. 

Leaves of absence of personnel vjhether in teaching or administrative 
functions should be carefully planned and coordinated. A temporary replacement 
should be assigned to the position before granting a leave of absence to insure 
the continuity of the teaching process or the administrative function. 

RECRUITMENT 
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There are written policies describing in detail the requirements 

necessary to apply for an administrative and/or teaching position in the A.VrT.E. 

The written pi*ocedures include information as to the- following: 

. Places where applications can be filled and 
delive red. 

. Maxiiiium number of school districts to v/liich 
applications can be made at the same time. 

. Legal documents that must accompany the npplication. 

, Fulfillment of all necessary requirements for 
desired position. 

There is a roster of all eligible applicants, in order of merit, who 
have the appropriate teaching certificate to occupy a specific position. A 
second roster exists for all individuals that do not have the teaching 
certificate. 

One of the recruitment problems facing the A.V.T.E. is the scarcity 
of interested and qualified applicants; in considering the reasons for unfilled 
positions Program Directors ranked the lack of qualified cnndidates as being one 
of the main recruitment problems. This problem is further aggravated by un- 
competitive salary levels > and it is discussed in detail in Chapter IX - Salary 
Structure, 
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TRAI NING 

Our review indicates that the A.V.T-E. provides in-service training 
for vocational teachers. However, there is a need for a more comprehensive 
planned program of in-service training for all vocational teachers. Tliis 
situation has been stated by several of the Program Directors who are faced 
with the difficulties of keeping a qualified, up-to-^date teaching staff. 

The rapid changing technologies emphasize the importance for in- 
service training of teachers. This need goes beyond the summer courses re- 
quired for certification; it is concerned with profess Lonal and technical educa- 
tion which should be geared to meet the requirements of Puerto Rico's Vocational 

Education Program* 

Low salaries present an additinal problem since teachers work extra 
hours to supplement their regular income. Under these conditions, the teacher 
is reluctant to take leave to undergo training even though he may recognize that 
this is accessary if he is to maintain high standards of professional competence, 

Training Program 

The amount of training offered by A.V.T.E. is limited to two programs: 
, Professional leave to study with salary 
. Summer school 

The first program was explained under the heading of Professional 
Leave in a previous section of this chapter. It was recommendnd that the 
number of leaves in this category be enlarged and better planned to insure 
the continuity of the programs. 

The second program, summer school, applies only to tkose teach.-rs 
Ltiat are interested in subject areas for which the University of Puerto Rico 
offers courses . 
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RecoTninendations 

A considerable number of A.V.T.E. teachers can improve their teaching 
techniques. It is a fact that at times A.V.T.E. teachers do not have enough 
experience in methods and, or psychology of adolescents and young adults. The 
teacher will generally know his area of expertise, but is unable to commvinicate 
his knov7]edgo to the students. 

It is reconimended that the A.V.T.E. establishes Its own training 
program with the follov/ing concepts in mind: 

1. The training program will concern itself with the development of 
teachers to better handle the classroom situation. The two areas to be 
emphasized in the training are: 

. Techniques and methods for effective communica- 
tion of knowledge. 

. Techniques to understand and properly handle 
adolescents and young adults, 

2. The training could als;o be expanded to include "refresher courses'' 
in technical areas. The purpose of the refro.sher courses v;ould t:o be keep the 
teachers technologically abreast of changes in their specialized areas. 

Methods of providing an effective in-service experience can be: 

1. V/ork shops of one to two v/eeks 

2. Seminars and study at the central level .of A.V.T.E* 

3. Seminars in leadership training 

4. Seminars in management of time 

5. Lecture series by top scholars 

The benefits to be derived from a V7e 11- conducted training program 
far outweighs the costs of i-mplementing such a program. 

3. Professional leaves of absence for study should be granted only 
when a qualified substitute is civailable. This procedure would preclude the 
possibility of interrupting a program due to extended vaccincies. 

EVALUATION 

There are no written policies relating to the evaluation of personnel 
in the A.V.T.Ii!. 
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Formal written procedures should be adopted indicating who will do 
the evaluation, how the evaluation will be used, the basis upon which the evalua- 
tion will be made and frequency of the evaluation. The subjective judgement of 
an individual should be minimized to improve the accuracy of the evaluation 
process . 

To make full use of the evaluation system, as a tool ''or employee 
motivation and personal improvement, the rational basis of the evaluation 
procedures should be explaine i in detail. 

It is recommendea that a formal written evaluation procedure be de- 
veloped a* id implemented in the A.V.T.K. This procedure can be used to motivate 
individuals with low morale and as a measure of performance. 
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The rapid growth of the Area of Vocational and Technical Education 
has created a critical shortage of skilled management personnel at top levels. 
Individuals who are drawn to these programs ofCen posses interests and ex- 
periences relevant primarily to technical knowledge content and secondarily to 
program management and administration. Thus, the A.V.T.E. tends to be 
administered J at the second level of responsibility, by individuals v/ho have 
been schooled in service related disciplines, such as education and social 
sciences. Consequently, there is a need for increased attention to management 
skills required to effectively deploy human and financial resources. 

There is also a shortage of technically qualified teachers to meet 
the increasing demands of the A.V.T.E. Teachers in Vocational and Technical 
Education are gonerally highly demanded by other institutions. Due to the 
nature of thei.r specialised skills, the supply of capable teachers is limited, 
while the demand continues its upward trend. Universities, businesses and the 
general industry are interested in the services provided by these individuals 
and constitute a major area of competition. 

This section of the study malces reference to the salary structure 
presently in operation and its effects in the overall functioning of the A.V.T.E 

EXECUTIVli POSITIONS AT 
CENTRAL LEVEL 

Consider the plight of a supervisor and/or a principal with a back- 
ground in education who is promoted to Director of a program; consequently, he 
has the responsibility of the overall direction of a specific program area. Tlie 
kind of problems with which this individual is now faced and the midst of 
ovenvhelming administrative demands are areas with difficult effective solutions 
for the short run. 
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Tliis situation is not uncommon; it is the rule r<athGr than the excep- 
tion. In this environincn t , management training and personnel development are 
inextricably a part of day-to-day administrative operations. Consequently, the 
task of attracting and developing management capability requires the utmost in 
dedication and persevei"ance . 

The present salary structure of the A.V.T.E. is not competitive with 
comparable responsibilities and level of supervision in the general industry. 
It is estimated that executive positions on an average basis are approximately 
25% below industry levels, There is a high dem.and for competent managerial 
and administrative personnel but present salary ranges constitute a problem for 
obtaining and retaining desired personnel . 

An example of this situation is demonstrated in the case of an 
employee not desiring a promotion to the next level in the organization .struc- 
ture due to a decrease in salary attached to the new position. The increased 
responsibility and authority appear not to be properly recojyiized. There is no 
incentive for that individual to accept inci-eased responsibilities and duties 
without increased salary. 

Salary levels can also seen as being a contributing factor in the 
unfilled positions. Examples are: Director of Technical Education, Supervisor 
of Technical Education, Director of Trades and Industries. The number of vacant 
positions at the central level is not any larger due to strong loyalty and 
dedication in the part of the employees. Seniority is also a factor that seems 
to have an influence in the loyalty to the A.V.T.E.; the average number of 
years of service of Department Heads at the central level is seventeen years. 
A.V.T.E. must ensure that its employees are motivated and that their jobs are 
not turned into rutinaiy assignments without challenge, recognition and future 
prospects for development. Therefore, the A.V.T.E. should closely review its 

EKLC 



iX-3 



present salatry administration program along with all aspects of employee 
motivation. The results of this review should be compared to present practices 
of 2\1 major institutions v^hich compete with A,V,T,E. for personnel. 

It is recomnended that A.V.T.E, develops a new salary scale which 
v/ill enable them to successfully compete with other government agencies, 
industry, business and universities in attracting and retaining qualified 
managerial and administrative personnel. 

TEACHING POSITIONS AT 
SCHOOL LEVEL 

In certain program areas of A.V.T.E,, a requirement previous to 
becoming a teacher is work experience for a minimim of three years. PracLical 
experience in the tr^ide to be taught is sought by Program Directors on 
prospective candidates. In order to attract and retain qualified speciali?:ed 
personnel from the industry, salary levels must be at IcQi-il: competitive and 
offer good prospectives , At tVie present time, the salcirry structure for 
vocational education teachers is on the average higher than for academic 
teachers. However, this is not sufficient and industry, businesses and univer- 
sities have higher salary scales allowing them to attract A.V.T.E. teaching 
personnel to their institutions. 

The current salary scales of A.V.T.E. include only one classifica- 
tion for certain supervisory levels. There should be several claosif ications 
within each scale to consider differences in experience, seniority, educational 
background performance and any other additional factors considered important 
in determining an individual's salary level within a salary grade. An example 
of the above described situation is found at tbe Supervisors and Curriculum 
Technicians levels where only one classification is given for all those posi- 
tions, creating dissatisfaction among those affected adversely. 
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RECOMMENDATIONS 

It is recorunended that A.V.T.E, develop a salary structure taking 
into account D;^7o main considerations: 

1. The salary levels of the teachers should be higher to enable 
A.V.T.K. to attract capable specialized teachers and also to retain those 
teachers that are already in the system. The salary/ levels sh.ould be at least 
comparable and preferably slightly higher than the salary levels of the compe- 
tition, businesses, universities and government agencies. 

2. The new salary structure should provide enough flexibility within 
each salary grade level, to allow for individuals with the same positions and 
with different performance records and backgrounds to be rev;arded differently* 
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X - PERSONNEL RF.QUIREKENl^ S 

Central administrative staff members have good background education- 
ally and occupationally . The administrative staff makes a continuous effort to 
keep up-to-date in the fie].d of Vocational Education Administration. Some unit 
administrators x^ere actively enrolled in job-related courses at the university 
level. Others, including regional personnel demonstrated great interest for 
participation in professional seminars , conferences and other short courses 
which would give them greater depth in their field of 

Proftissional improvement efforts, such as those described in the 
preceding paragraph can go far in improving tlia administrative effectiveness 
of the executive and supervisory personnel assigned to tlie Vocational ^tnd 
Technical Education Program. However, this effectiveness is not solely a 
function of the individual administrator or supervisor ^ rather it is ;.i function 
of organi?iational structvire^, systems and procedures, plans, information systems 
a nd staffin g le vels in combination with the individual. It is with the element 
of staffing levels that this section is concerned. 

During our review we examined the upper echelon staffing requirements 
at central and refrional level. Although the scope of this phase of our review 
did not extend to the clerical, secretarial, or teaching levels, we did obserx^e 
some characteristics of this level of staffing and include recommendations for 
possible improvement in tliis area. 

Based, on our review of present staffing and on the recommended organi- 
zational structure shown on Page IV-1, we recommend that tlie follov/ing personnel 
levels be established within the Vocational and Technical Education Program at 
central and regional levels. 
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Following is a list of recoinmended staffing levels for tho recommended 
organizational units : 

CEiNTRAL QRGMIZATION 

1. Office of the Assistant Secretary for Vocational and Technical 

Education: 

. The Assistant Secretary of Vocational and 
Technical Education 

. The As:?istant to the Assistant Secretary oE 
Vocational and Technical Education 

. An executive office with two professionals as 
follows : 

- Executive A5?sistant 

~ Assistant of Programs 

- Four secretaries 

2. Olrfico .of the Head of Interagency Relations and Promotion: 

. The Head of Interagency Rela-tious and Promotion 
. Two Intcraj^ency Coordinatorrs 
. One Secretary 

3. Office of the Director of Instruction: 

♦ The Director of Instruction 

. One secretary (individual programs are shown under 
program level) 

A. Office of the Head of Administration: 

. The Head of Administration 

. A Construction and Permancat Improvements 
Coordinator 

. An Office S':^rvices Coordinator 

, A Personnel Affairs Coordinator 

. An Expediter for Purchases 

. An Accountant 

• A Secretarial Pool Supervisor 

, Twenty-one Secretaries (secretairial pool) 



5. Office of the Head of lufomation Systems : 

, The Head of InformaLion Systems 

, The Supervisor of Statistical Services 

, The Supervisor of Systems and Procedures 

, A Coordinator for Reports and Information 

, IlI'JO Statistics Technicians 

, Two Secretaries 

6. Office of the Head of Planning, Budgeting and P'valuation 

. The Head of Planning, Budgeting and Evaluation 
. A Budget Technician 
, A Planning Technician 
. A Supervisor of Evaluation 
. Two Secretaries 
fJiffice of thvi Head of VocationaJ. Research and Curriculum 

lopmenx::: 

. The Head of Vocational Research and Curriculum 
Development 

. A Supervisor of Research 

. A Supervisor of Cufriculum Development with a 
staff of curriculum techaiciaas to f uncC i.oa as 
a p o o J. . The number of Curri c ulum Technioijin 
pos i tio in th is_ p oo L would be equiv a lent to 
the n uiu]:) er now d isper? ^ed amon g indivickial 
pro grains . Instead oE working specifically for 
one program, the Curriculum Technicians would 
be used as internal consultantfi to be allocated 
to ins tructional programs on an **as needed" 
basis . 

. Two Educational Researchers 
, Two Assistant Educational Researchers 
, Two Secretaries 
8. Office of tbe Head of Professional Training: 

, The Head ui! Professional Training 



Two Training Personnel for Teaching Methods 
Two Coordinators 
One Secretary 



PROGRAM LEVEL 



Program Name 


Prog. 
Dir. 


Asst . 
Prog . 
Dir. 


Area 
Gen. 
Sup . 


Regional 
Gen . ■ 
Sup . 


Coord. 


Staff Secretaries 


Industrial Arts 


1 . 


2 


2 


13 


13 


2 


Health Occupations 


1 


1 


1 


3 


1 


2 


VocaUioniil and Ind. 
Education, T. & I . , 
M.D.T.A. and W.I.N. 


3 


6 


5 


24 


7 


4 


Technical Education 


1 


2 








1 


Vocational Agriculture 


1 


3 




6 




2 


Home Economics Education 


]. 


3 


2 


13 




2 


Business Education 


1 


2 


4 


12 


12 


2 


Distribution and 
Marketing 


1 


2 


2 


6 


7 


1 


Vocational Guidance 


1 


2 


3 


13 




2 


Special Programs 


1 


3 








2 



REGIONAL LEVEL 



1. Office of the Ass.i.stant Regional Director for Vocational Education: 

. The Assistant Regional Director of Vocational and 
Technical Education 

, The required Regional General Supervisors, The 
latter depend on the number of proj.^,rams being 
offered in the region and the number of teachers 
engaged in each Program. 

. The required Regional Industrial Coordinators 
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One Secretary 
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2. Office of the AssisLnnt RegioEial Director oi: Adminis Lration. This 
Office should consist of: 

• The Assistant Regional Director of Administration 

. A Budget and Statistics Technician 

. The Coordinator for Purchasing, Maintenance and 
Construction of Mew Facilities 

. Coordinator for Office Services and Personnel with 
direct supervision over the secretarial pool 

3. Office of Community Relations and Promotion: 

, This Office will be directly attached to the Office 
of che Rej^ional Director, It should consist of a 
Coordinator fox- Commuiiity Relations and Promotion 
and a Secretary. 
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Xt - )3UDGET REQUIREMEN TS 



This'sectioa quantifies the reconniiendGd orccUiizational structure in. 
tenns of estimated additional budget dollars which would be required to imple- 
ment the proposed organization. The following is a ^summary in tabular form of 
the present and proposed positions, staffing levels and estimated budget re([uire~ 
ments for the central and regional levels of the Area of Vocational and Technical 
Education. 

ADDITIONAL B UDGET REQU I REMEMTS SCHEDULE 

CEL'TEAL LEVr!:L 

Number of Em ployees Baisic Additional 

Prnseut Proposed Increase Annual Budgeit 
Position Tide Org. Org. (Decrease) .Salavv^ Requii re ments 



AsstLstant Secretary 
Assistant to the Assistant 

Secretary 
Executive Assistant 
Assistant for Programs 
Secretarial Personnel 
Subtotal 



Director of Instruction 
Se ere t ari al P e rs onne 1 
Subtotal 



Head of Administration 
Construction and Pei-manent 
I mp r o ve luc n t s Coo r d i a a t o r 
Office Services Coordinator 
Personnel Affairs Coordinator 
Expediter for Purchases 
Accountant 

Secretarial Pool Supervisor 
Secretarial Pool Personnel 
Subtotal 



Head of Information Systems 
Supervisor oP Statistical 

Servi ces 
Supervisor of Systems and 

Proced'.ires 
Coordinator for Reports and 

Information 



1 


1 




$ 15,600 $ 






.1 


1 


13,500 


13,500 




1 


.1 


11,000 


11,000 




1 


1 


10,200 


10 ,200 


4 


4 








.s 


8 


H 




34,700 


.1 


1 




13,000 




1 


1 








2 


2 








1 


1 




12,000 




1 


1 




10 ,200 






.1 


1 


10 ,200 


10 ,200 


1 


1 




10 ,200 






1 


1 


9,600 


9 ,600 


1 


1 




7,200 






1 


.1 


5,A00 


5,400 




18 


18 


3,215 


61,470 




25 


21 




85,670 




1 


1 


12,000 


12,000 


1 


1 




9,420 






1 


1 


9 ,420 


9,420 


1 


1 




9,420 
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Number of Erol oy t^es Basic Adclitioiial 

Present Proposed Increase Annual BiKlget 
P osition Titrle Org , Org . C]5^£rease_) Salary RequiremenLs 



S tat is tics Technician 


2 


2 


.— . 


$ 6,300 $ 


— 


Secret ar4;al Personnel 


2 


2 


— 


3,415 


— 


Sjjbtotal 


6 


8 






21,420 


Head of Planning, Budge ring 












and Evaluation 


1 


1 


— 


12,000 


— 


Budget Techniciai 


1 


1 


— 


7. ,5 00 


- 


Planning Technician 


— 


1 


a. 


7,500 


7,500 


Supervisor of Evaluation 




1 


1 


9,420 


9,420 




2 


2 




3,415 




Subtotal 




6 






16,920 


Head of Profctjsional 












Training 


- 


1 


1 


10 ,,800 


10,800 


Training Pcrsonuol 


1 


2 


1 


7,800 


7,800 


Coordinating Personnel 


- 


2 


.1 


7,200 


14,400 


Secretarial Personnel 


- 


1 


1 


3,415 


3,415 


Subtotal 


1 


6 


5" 




36,415 


Head of Interagency 












Relations and Promotion 


- 


1 


1 


10,800 


10 ,800 


In t e rage n cy Ceo r d i n at or 


1 


2 


1 


6,900 


6 ,900 


Secretarial Personnel 




1 


1 


3,415 


3,415 


Sub total 


r 


"'4 


_3 




21,115 


Head of Vocational Research 












and Curriculum Developuient 


1 


i 




12,000 




Supervisor of Research 


1 


1 




9,420 




Educa t i on al Res e ar cb.er 


2 


2 




9 ,000 




Supervisor for Curriculum 








7 ,620 




Development 


1 


1 






Curriculum Technician 


1 


14 


13 


7,320 


95,160 


Assistant Educational 












Researcher 


2 


2 




8,520 




Secretarial Personnel 


2 


2 




3,415 




Subtotal 


10 


23 


11 




95,160 
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VROGRAMS; 



Position Title 

I nd us t r i al Arts: 
Director 

Assistani; Director 
Area Geiiercil Supervise t: 
Regional General 

Supervisor 
Regional Coordinatcr 
Staff 

Curri culiim 'i'e clinician 
Secretarial Personnel 
Subtotal 

Health Occupations: 
Director 

As s is t an t Hi re c t o r 
Area General Supervisor 
Regional GeneraJ. 

Supervisor 
Regional Coordinator 
Staff 

Secretarial Personnel 
Subtotal 

Vocational Industrial 
Education, M.D.T.A., 
W.I.N, and T. & I. : 



Number of Employees 



Present 
Org. 



1 

3 

1 

7 
8 

2 

2 

_3 
27 



1 
1 



1 

J. 
4 



Xcchtiical Education : 

Director 1 

Assistant Director 1 

Area '"^ral Supervisor - 
Reg' General Supervisor - 

Regional Coordinator - 
Staff 

Secretarial Personnel 1 

Subtotal 3' 



Proposed 
Org . 



1 
2 
2 



13 
13 



33 



1 
1 

1 

3 
1 

2 
~9 



Progrtm Director 


1 


1 


Subprogram Director 


3 


2 


Assist£int Director 


2 


0 


Area General Supervisor 


4 


5 


Regional General 






Supervis or 


7 


24 


Regional Coordinator 


7 


7 


Staff 


1 




CurricuJ.um Technician 


1 




S e c re t ari al P e rs onn e 1 


16 


4 


Sub tot£\l 


42" 


49 



1 

2 



Increase 
(Decrease) 



(1) 
1 

6 

5 

(2) 
(2) 

li) 
6 



Basi. r 

Saljirv. 



Addi tional 
Budget 



3 
1 

(1) 
1 
"5 



(1) 
4 
1 

17 

(1) 
(1) 
(12) 
7 



J, 
4 



-12 ;i J- 


$ 




(10,800) 


L. 2© 


8,820 


20 


49 ,320 




38.100 




(14,640) 




(14,640) 




(3,41.'5) 




52,745 




12,000 








24,660 




7', 6 20 




(7,320) 


. i-, -T- .._ J 


3/U5 




40 ,375 


12,000 




11 ,400 


(11,400) 


10 800 


43,200 


8.,.S2-0 


8,820 


^ ^ -^n 


139 ,740 


7 ,10-ZO 




7 ,320 


(7 ,320) 


7/320 


(7,320) 


3,415 


(40,980) 




124,740 


12 jjm 




10 ,.£0Q 


10,800 


8,8^0 




a,.z20 




T 620 




X,.320 




.1^415 






10,800 
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Numl^ei' of Employees Basi c Addi tional 

PresenL Proposed Increase Annual Budget 

P O S i Lion TiLle Org , Org. (Deere ase) Salar y Requirements 

Vocational Agriculture: 



Director 


1 


1 


— 


$ 12,000 $ 




Assistant Director 


3 


3 


— 


10 ,800 




Area General Supervisor 


3 


4 


1 


8,820 


8,820 


Regional General Supervisor 


6 


6 


_ 


8,220 


— 


Regional C o o r d i n a L o r 


— 


_ 


— 


7,620 


— 


Staff 


1 


- 


(1) 


7,320 


(7,320) 


Curriculum Technician 


2 




(2) 


7,320 


(14,640) 


Secretarial Personnel 


3 


2 


(1) 


3,41.5 


(3,415) 


Subtotal 


1.9 


16" 


il) 




(15 , .555) 


me. Economic Education: 












Dii'ector 


1 


1 




12 ,000 




Assistant Director 


3 


3 




10 , 800 




Area General Supervisor 


2 


2 




8,220 




Regional General SupcrvLsor 


7 


.13 


6 


8,220 


49,320 


Regional Coordinator 








7 ,620 




Staff 


2 




(2) 


7,320 


(.14,640) 


Curriculum Technician 


2 




(2) 


7 , 320 


(14,640) 


Se c re t ari al Pc rs o n ae 1 


4 


2 


(2) 


3,415 


(6 ,8.30) 


Sub tot a]. 


21 


21 






"13,210 



Business Education : 



Di reel: or 


1 


1 




12,000 




As s i. s t: an I: D i re c L o r 


4 


2 


(2) 


10 , 800 


(21,600) 


Area General Supervisor 


1 


4 


3 


8,820 


26,460 


Rogi oaal Gene ral 












SupcrvLsor 


6 


12 


6 


8,220 


49,320 


Regional Coord i nator 


12 


12 




7 ,620 




Staff 


2 




(2) 


7,320 


(14,640) 


Curriculum Teclmiclan 


2 




(2) 


7 , 320 


(14,640) 


S c'. c re t a r i a 1 ]^ e r.^; on n e 1 


3 


2 


(1) 


3,415 


(3,415) 


Subtotal 


31 


33 


_2 




21, '4 85 


i.s tr.lbutlon and Marketing: 












Di rector 


1 


1 




12,000 




Assxfjtant Director 




2 


2 


10 ,800 


21,600 


Area General Supervisor 


2 


2 




8,820 




Regional General 












Supervisor 


6 


6 




8,220 




Re ^ i o n a 1 C o o ::d L n a t o r 


7 


7 




7,620 




Staff 


1 




(1) 


7,320 


(7,320) 


Curriculum Technician 


1 




(1) 


7,320 


(7 ,320) 


Secretax-ial Personnel 


2 


1 


(1) 


3,415 


(3,41.5) 


Subtotal 


20 


19 


(1) 




3,545 



ERIC 



XT- 



Numb^r of Hmnloyees 



PosiLion Title 



Present 



Vocational Guidance: 
Director 

Assistant Director 

Area General Supervisor 

Re g i on al Cie ne r al S up g r vi s or 

Regional Coordinator 

Staff 

Gu rri cu'lum I'e chnlcian 
Secretarial Personnel 
Subtotal 

Special Programs: 
Director 

Assistant Director 
Area General Supp.rvisor 
Regional General 

Supervi-iJor 
Regional ('oo rdlnator 
Staff 

Secretarial Personnel 
Subtotiil 

Pe gl on al Le ve 1 : 

Assistant Reg. Direc(:or 
for Vocational - M'ech, 
Education 
Subtotal 

Assistant Reg, Director 
of Adraiiils tration 

Budget and Statistics 
Goordinators 

Purchasings Maintenance and 
Construction Goordinators 

Office Services and 
Personnel Coordinator 
Subtotal 



1 

3 
2 
7 

3 
3 

3_ 
22 



1 

2 



2^ 

5 



^1 
3" 



Proposed 
Org. 



1 
2 
3 

13 



2 

21 



1 
3 



6 
6 



24 



Increase 
(Deere, as e ) 



Basic 

Annual 

Salary 



Addi tional 
Budget 
Requirements 





$ 12,000 




(1) 


10,800 5 


(10 ,800) 


1 


8,820 


8,820 


6 


8,220 


49,320 




7,620 


— 


(3) 


7,320 


(21,960) 


(3) 


7 , 320 


(21,960) 


(1) 


3,415 


(3,415) 






5 




12,000 




3 


10,300 


32,400 


(2) 


8,S20 


(17,640) 




8,220 






7,620 






7,320 






3,415 








14,760 


6 


11,400 


68,400 


_6 




68,400 


5 


11,400 


57,000 


6 


7,620 


45,720 


5 


7,620 


38,100 


5 


7 ,620 


38,100 


21 




178,920 



Grand total 



230 



323 



93 



$ 824,830 
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XI I - COORDIN AT ION WITH OTHER GOVER NrlEN^^^^ ^^ AGENCIE S 

The A.V.T.E. offers programs in somG areas where other government 
agencies such as the Department of Labor, the Department of Health, the 
Department of Commerce, the Department of Public Works and the Department of 
Agriculture, also provide vocational education services. Itiis does not imply 
duplication of efforts; however, thtere exists the possibility of closer coordina- 
tion with those agencies to maximize services and minimize costs in related 
program areas. As an example, this chapter illustrates some relations between 
the Department of Health and the Department of x\griculture with the A.V/C.E* 
in common programi-5. 

HE;\LTH OCCUPATIONS 

The A^V.T.E. has a program directed to the training of practical 
nurses, first-aid personnel, phannacist \s assis tants and other health related 
professions . 

The Department of Health has au operating program referred to as 
"Human Resources;" this program is responsible for the administration and 
implementation of programs that supply qua.lified health related personnel to 
the Department. 

We recogni;f.e the general needs of both Departments to liave qualified 
available personnel; howevcir, the efrforts should be directed to strengthen 
the coordination of; resources of botli Departments for training of personnel 
in health related occupations. 

This will require an in-depth study of the needs, present facilities, 
binding contracts and future expectations of both departments. 
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VOCATIONAL AG RICULTlJRJj: 

Examples ot' rolaLed v/ork in Lhe agriculLural sccLor are Lhe A.V.T.E, 

Agricultural Trciining Program and the vocational personnel in charge oE work 

areas of the Department ol: Agricnltare, 
Agricultural Training Programs 

The A.V.T.E. lins a program ol; Vocational Agriculture that provides 
systematic training to secondary students and (-o young and adult farmers. The 
objectives ol: the Program are cis Tollov/s : 

1. Training in rural school units and high schools to: 

a . C r e a t c skilled f: ri r me r s 

b. Create skilled larm technicians to work as farm 
serv i. ce omploy ees 

2. Training in the spFcLalii^ed agricultural scl\ools in the following 

areas : 

a. OperaCing and servicing ol" fcirm machinery 

b. Agrir.-ultuve 3 IvjrticMllrure and coffee farming 

3. Training of already 08«:ablished fanners as farm adminis lirators to 
increase tiuiiir efficiency and field on their Inisiuess. 

4. Training high school seniors and juniors in off-farm occupations 
such as: selling fertilizer, selling agricultural machinery, etc. 

There appears to be some duplicity of effort in this area due to the 
fact that the Department ol: ^\gricu.1 ture has programs and objectives which over- 
lap with tliose of the A.V.T.E. 

Re lat ed Prog r ams in th e Do.par tment of A gricultu re 
The Department of Agriculture in its efforts to provide batter 
services to tl\e farmers began a doceritralizatJ-on of its functions, 'lhe geo- 
graphic regions of tiie IX^partment of Agriculture v/ere subdivided into five 
agricultural zones and each agricultural zone v;as further subdivided into work 
areas. Each work area was assigned to an agricultural engineer who became the 
direct contact with all the farmers in his area. Each work area was assigned 



XI I- 3 



t:o an agricultural engineer who becnma Llic direct: contact witli ail thu farmers 
in his area. Each work area was assigned personnel from the different v_;overn~ 
mcnt agencies. Tor example, in the forty-eight v/ork areas of the San Juan Region 
the agricultural engineers were employees of the following agencies: 
. Department of Agriculture - Eight (8) 
. Agriculture Extension Service - Twenty-seven (27) 
. A.V.T.E. - Eight (8) 

. Program of Isolated Communities - Five (5) 

By the above example we wish to point out the different agencies which 
provide services in the agr i.cuitural area. 

We recommend that the A.V.T.E. investigate and cinaly/.e the pLn:3sibiliuy 
of strengthening the coordination oi: eL'forts and resources of all government 
agencies involved to more efficiently provide i:or the needs of the agricultural 
sect.o?*. 
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XIII - LEGISLA TION 

F INANC IM. AID 

The Area of Vocational and Tcchuxcal Education offJers financial help to 
students enrolled in Work Incentive Program and Neighborhood Job Corps Program. 
Students enrollGid in other programs offered by Vocatlonal-Lechnical Kducation do 
noL roceivo financial aid from the A.V.T.E. A number of Lhe studcnLs enrolled in 
the A.V.TJ-:. programs imst sacrifice part or all their wages to aLtcnd vocational 
s ch oo 1 . 

A large perce.nLags of the i^tudenL population enrolled in the proj^rams 
uomc from lo\^ income taaiilies and iiheir present: contribution to Lhc liousehold 
iuccme is of primary importance. The potential studejiLs will noL have the 
parents support to engage in further vocaliioual Lraining. 'L'he A.V.T.E. could 
provide an invalucible .service fq the community by providing a larger sector of 
the vocational student population with sufficient: financial aid to insure 
participation in a Vocational-technical Educatiion Progiam. The incentive and 
motivation t:o leani .should increase wit:h betiter financial assistance. 

Ho recommend to organi^Ai an appropriate financi aid system where 
students priorities and needs are established. The developed procedures must 
insure confidence and reliabilitiy in the system to operate ef fectiively , 

SAI. ARY STRUC TUI^-: 

In Section VI of the report we recomniend the development of a new 
salary structure for administrative personnel and teachei-s. The Government of 
Puerto Rico determines t:he salary* t:o be paid t:o the secretaries of t:he dif- 
ferent government agencies. 

The present salary of $25 ,000 paid Lo the SecreLairy of the Department 
of Kducation is not ccimnensurato v/ith his autliority and responsibili t:y and it 
establishes indirectly additional salary ceilings for tlie executive personnel 
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v/it;hiu the DeparUmeut . Executive posicLoas in the Department ol: Education nre 
not competitive vjith private industry, universities and otiier institutions. 

We recommend a review of the overall salary administration program 
of the Department of Education. 
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